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ABSTRACT
THE RELATIONSHIP BETWEEN MACHIAVELLIANISM,
SELF-MONITORING, AND ADAPTIVENESS TO THE
PERFORMANCE OF REAL ESTATE SALES PROFESSIONALS
Dianne Broman Eppler
Old Dominion University, 1995
Under the Direction of: Dr. Earl D. Honeycutt, Jr.
The focus of sales management is on insuring the success o f the corporation by
selling its goods or services. The most significant impact on the firm ’s success is the
ability o f the sales force to perform. Research to determine what makes a successful
salesperson is extensive; however, the results are inconsistent and disappointing. In light
of the significant financial impact the sales force has on the firm, additional research that
identifies determinants of sales success is necessary.
The purpose o f this dissertation was to examine the relationships between personal
characteristics and sales performance. Specifically, Machiavellianism, self-monitoring,
and adaptiveness were hypothesized to be related positively to sales performance.
Additionally, it was hypothesized that the scales used in this research, Christie and Geis’s
Mach IV Scale, Snyder and Gangestad’s Self-Monitoring Scale, and Spiro and W eitz’s
ADAPTS Scale were all positively correlated.
Data were collected via a questionnaire distributed to real estate professionals in
the Hampton Roads area. Hypotheses were investigated using correlational analysis. The
reliability of all scales was assessed by calculating Cronbach’s Alphas and item-to-item
total statistics. Confirmatory factor analysis was performed on the Mach IV Scale to
assess the validity of the scale.
The hypothesis that adaptiveness was related positively to performance in terms
of income from real estate sales was supported for both 1992 and 1993 income. The
hypotheses that Machiavellianism and self-monitoring were related positively to
performance were not supported. As hypothesized, there were significant positive
correlations between the ADAPTS Scale and the Self-Monitoring Scale, and between the
Mach IV Scale and the Self-Monitoring Scale. The correlation between the Mach IV
Scale and the ADAPTS Scale was not significant. The results of the study indicate that
more adaptive real estate sales agents have higher incomes than less adaptive agents; that
adaptiveness and self-monitoring are related positively; and Machiavellianism and self
monitoring are related positively. Possible alternative hypotheses for the unexpected
findings are discussed.
Further investigation to replicate the findings of this study with other populations
is warranted. Additionally, some alterations to the methodology of the current study are
suggested.
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CH APTER I

INTRODUCTION
An old business adage states, "nothing happens until somebody sells something"
(Futrell 1984b, p 6 ). Samuel Johnson (1709-1784) wrote, "There is no man who is not in
some degree a merchant:

Who has not something to buy or something to sell?"

Considering the universality o f buying and selling, one might think that everyone should
be an effective sales person, but in actuality this is not the case, and the problems
inherent in recruiting, selecting, and retaining effective performers plague many industrial
sales organizations (Darmon 1990; Lamont and Lundstrom 1977; McNeilly and Russ
1992; Sager 1990; Sager, Varadarajan, and Futrell 1988).

The following quotation

provides the reader with an insight into the difficulties of devising a system that reliably
predicts sales effectiveness:
Despite the plethora o f tests and rating procedures, it is notoriously
difficult to forecast a candidate’s sales performance. But that is not the
basic problem. The basic problem is the extreme difficulty o f the seller’s
job. It calls for someone who can tolerate a severe emotional pounding in
the absence of a support system, who can adhere steadfastly to certain
fundamental methods even when results are disappointing. There just
aren’t many such people among us (Gellerman 1990, p. 67).
A problem that arises from improper selection of sales representative is turnover,
either voluntary or involuntary.

The number of companies with turnover rates

1
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approaching 50 percent in the first two years o f employment is significant (Futrell and
Parasuraman 1984). A number of studies have addressed the issue of the escalating cost
o f turnover to industrial sales organizations (Apasu 1987; Darmon 1990; Johnston and
Cooper 1981; Fern, Avila, and Grewal 1989; Sager 1991; Wotruba 1990).
The tangible costs associated with poor selection and turnover among sales
organizations are staggering. Weitz (1978) states that the cost to the industry as a whole
to replace those who leave the salesforce or are fired exceeded $5 billion. Sager (1990)
states that recruiting, training, lost sales, and managerial time can easily exceed $ 1 0 0 ,0 0 0
excluding annual salary, expenses, and benefits. These figures do not take into account
the associated intangible costs such as: managerial time, customer costs, information
costs, morale costs, and momentum costs (Tobias 1986). Considering that the average
compensation ranges from $28,000 for a sales trainee to $65,000 for a top level sales
representative, plus an average o f approximately $ 1 0 ,0 0 0 in expenses, the importance and
interest in effective selection of sales representatives is obvious (Sales and Marketing
Management 1993). Yet, previous research has yielded disappointing results regarding
predictors of sales performance as reported by Churchill, Ford, Hartley, and Walker
(1985). Thus, the need to develop more effective methods for selection of sales personnel
is a critical issue for most organizations.
To complicate further the issue o f identifying appropriate sales representatives, many
people have unflattering or negative attitudes toward salespeople and selling jobs and are
reluctant to consider sales careers.

The loser image of W illy Loman in Death o f a

Salesman or the fast-talking, hard-selling, do anything for a sale image of Professor

2
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Harold Hill in The M usic Man unfortunately are stereotypes held by many. Are these
sales stereotypes accurate?

Unfortunately, the existing stereotypes are neither very

accurate nor objective concerning sales jobs and sales representatives. These stereotypes
generally are based on limited exposure and tend to ignore the positive aspects of selling.
Most importantly, these negative stereotypes ignore the crucial role personal selling and
effective sales force management plays in the success o f the firm’s overall marketing
strategy (Churchill et al. 1990). "Society honors those who build a better mousetrap, but
suspects those who market mousetraps better" (Steiner 1976).
A longitudinal series of four studies investigated college students’ perceptions of
sales jobs and attitudes towards sales careers (Cook and Hartman 1986; Dubinsky 1980;
Paul and Worthing 1970; Sales Management 1962). The encouraging trend from this
series of studies is that perceptions o f personal selling are improving.

Students

responding to the most recent surveys tended to view sales jobs as more challenging,
offering greater financial rewards, and requiring a higher degree o f professionalism than
respondents of earlier studies. However, the results were not all positive. Students still
perceived sales jobs as frustrating work that required a lot of travel and interfered with
leisure time. In addition, college students felt that sales jobs contributed little to society
and the majority indicated that they would prefer a non-sales job over a sales position
when they graduated (Cook and Hartman 1986; Dubinsky 1980; Paul and Worthing
1970). Swenson, Swinyard, Langrehr, and Smith (1993) determined that attitudes of
college students regarding sales careers have not improved in the last decade.

Thus,

corporate recruiters continue to face the problem of negative stereotypes and a reluctance

3
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by students to consider selling or sales management careers. The resulting limited pool
of applicants further reduces the odds of finding effective sales representatives.
The focus o f sales management is on ensuring the success o f the corporation through
the selling o f its goods and services (Churchill, Ford, and W alker 1993). This is a major
reason for the intense interest in the performance aspects of personal selling by both
practitioners and academics. The literature reflects the importance o f this topic. Studies
that focus on sales representatives investigate the antecedents, consequences, and
variability o f performance (Bagozzi 1978, 1980, 1986; Bartkus, Peterson, and Bellenger
1989; Berhman and Perrault 1984; Berry 1987; Dubinsky and Hartley 1986; Goolsby,
Lagace, and Boorom 1992; Hart, Moncrief, and Parasuraman 1989; Leong, Busch, and
John 1989; Oliver 1974; Sujan, Sujan, and Bettman 1988; Sujan, Weitz, and Sujan 1988;
Syzmanski 1988; Tyagi 1985; Walker, Churchill, and Ford 1977; Weeks, Chonko, and
Kahle 1989; Weeks and Kahle 1990; Weitz 1978; Weitz, Sujan, and Sujan 1986; Wotruba
1990).
Studies from the sales management perspective address how to select, motivate,
retain, and compensate the sales force, all with the objective of improving performance.
Thus, most o f the existing literature is related to performance issues (Churchill et al.
1985).
The analysis o f correlates of sales performance are contained in two research
streams:

( 1) performance literature: including factors that are innate in individuals

(Bartkus, Peterson and Bellinger 1989; Dubinsky and Hartley 1986; Ghiselli 1977;
Goolsby, Lagace, and Boorom 1992; Kohli 1985; Lamont and Lundstrom 1977; Leigh and

4
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Rethans 1984; Mayer and Greenberg 1964; Sager and Ferris 1986; Sujan, Sujan and
Bettman 1988; Syzmanski 1988; Walker, Churchill, and Ford 1977; Weitz 1978; Weitz,
Sujan, and Sujan 1986; Weilbaker 1990;), and (2) sales management literature: including
factors that can be influenced by training and various management techniques (Churchill,
Ford, and W alker 1979; Dubinsky and Hartley 1986; Dubinsky, Howell, Ingram, and
Bellenger 1986; Ingram and Bellinger 1983; Kohli 1985; Sujan 1986; Teas and McElroy
1986; Tyagi 1985; Walker, Churchill, and Ford 1977).
Individual innate factors include: (1) aptitude (mental or cognitive ability and skill
level), (2) personal characteristics, and (3) personality traits.

The current research is

concerned with personal characteristics and personality traits and their theorized
relationship to the sales behavior o f adaptive selling and resulting superior performance.
More specifically, this research is concerned with identifying characteristics o f successful
salespeople. If there are common characteristics of successful sales people that can be
measured, then the administration of such a test could substantially improve the ability
of managers to hire people with an increased likelihood of success, thereby reducing
costly turnover.
An additional pattern in the literature is that the diversity o f sales positions often
is not considered and many researchers assume that all sales jobs are the same. In reality
there are many diverse types o f selling jobs that require different skills and training, and
offer varying degrees of compensation and opportunity for personal satisfaction. Moncrief
(1986, 1988) has described various key activities and taxonomies of industrial sales jobs.
He identified significant differences among industries for the following functions: selling,

5
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order taking, servicing the product, information management, servicing the account,
conferences, and training/recruiting. The implications of this research are that managerial
decisions regarding which skills, personality traits, etc. are necessary for sales success can
be affected by the frequency and time spent on different activities (M oncrief 1988). For
example, certain sales jobs, such as insurance, require more prospecting than other types
of sales jobs, such as route salespeople, perhaps suggesting that people with more
outgoing personalities or higher self-esteem or some other trait would be more successful
in insurance sales. Therefore, it is important to assess specific job requirements in order
to determine characteristics to seek in potential sales representatives.

These

characteristics likely will vary among industries, companies, and perhaps even within
companies if selling tasks vary markedly.
The literature review will demonstrate that many factors relating to sales
performance have been investigated. Indeed one can imagine that there are also many
interactive effects involved in one’s success or failure in personal selling. What this
suggests, and perhaps reflects, is that the rather disappointing and contradictory results
found in many studies that attempt to relate various constructs to performance are not
surprising. A model o f sales performance is presented (see Figure 1) based on theory and
prior research incorporating many o f the constructs previously studied. For the current
research testing o f the model focused on correlating innate factors, specifically
Machiavellian personality, self-monitoring, and adaptability, with performance.
Adaptiveness in the selling process has been shown to positively affect performance
(Anglin 1990; Giacobbe 1991; Notarantonio 1989; Plank and Dempsey 1980; Spiro and

6
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FIGURE 1
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Weitz 1990; Weitz 1978, 1981; Weitz, Sujan, and Sujan 1986). Giacobbe (1991) defines
adaptiveness as the ability to make adjustments in: ( 1 ) strategy and tactics, (2 ) social
style or personality, (3) verbal communication style, or (4) physical appearance. It was
hypothesized that Machiavellians would be more effective in personal selling as a result
of their ability to adapt to the selling situation.

It also was hypothesized that self-

monitoring and adaptiveness (as measured by the ADAPTS scale) would be correlated
positively with sales performance.

STATEMENT OF THE PROBLEM
The selection of sales representatives is a critical issue for sales organizations
because o f the high costs of improper selection resulting from poor performance and/or
turnover. As previously discussed, Sager (1990) reported that first year costs for a sales
representative exceed $100,000, including salary, expenses, and benefits. The additional
costs of decreased good will and the lost opportunity in vacant territories are difficult to
estimate, but are substantial (Sager 1990).
High salesforce turnover rates result in an ongoing need to recruit and train new
sales representatives (Darmon 1993; Fern, Avila, and Grewal 1989; Futrell and
Parasuraman 1984; Lucas, Parasuraman, Davis, and Enis 1989). The combination of
increasing hiring and training costs and increasing turnover rates suggests that improved
recruitment and selection practices could substantially lower total selling costs for
industrial organizations.
As mentioned, training costs for industrial sales jobs are substantial. A common

8
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corporate practice for rectifying hiring mistakes is to increase investment in training
programs, but this approach appears to treat the symptom rather than the cause.
According to one study (Greenberg and Greenberg 1980), "training cannot fill the gap"
created by a hiring mistake. What is necessary is to develop methods that improve the
selection process and, thereby, reduce costly hiring mistakes (Salsbury 1982).
Theoretically-based research should focus on identifying predictors of performance,
to provide researchers with the information necessary to develop instruments to measure
these traits in job candidates. Comparing test results with performance information of
current sales representatives should support or refute the proposed relationship between
personal traits and performance.

Once valid measures are developed, they can be

effectively used to screen job applicants during the selection process to increase the
likelihood of selecting candidates with a greater potential for success. The result should
be a substantial reduction in turnover, therefore greatly reducing costs associated with
selection and training as well as intangible costs due to vacant territories, lost sales and
eroded customer relations.
The importance o f the selling function to the financial well-being of the company
is significant. For this reason, much o f the literature has focused on factors thought to
relate to or predict performance.

Over the past 75 years there have been over 100

published studies that examine the determinants o f sales performance (Churchill, Ford,
Hartley, and Walker 1985). Unfortunately, the studies have produced both inconsistent
results regarding which factors predict sales success as well as low predictive values for
those factors that apparently relate to sales success (Weitz 1978; Churchill et al. 1985).

9
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Walker, Churchill, and Ford (1977) presented the first comprehensive framework
for a model of sales performance. Prior to Walker et al. (1977), research studies
addressing sales performance were largely piecemeal and non-empirical. The researchers
developed a model o f sales performance that could be tested empirically and validated.
The model had two main constructs thought to relate to performance: role perceptions
and motivation (for which in-depth relationships were presented).

The researchers

developed 37 propositions that could be tested empirically. Although the model was not
empirically tested, it has served as a framework for a substantial amount of research.
Churchill, Ford, Hartley, and W alker (1985) reviewed the results of 116 studies
focusing on determinants of sales performance and suggested several important
conclusions. The determinants of sales effectiveness were ranked in order of importance,
most to least:

personal factors, skill, role variables, aptitude, motivation, and

organizational/environmental factors. Also, the results indicated that the strength of the
relationship between the major determinants and salespeople’s performance was affected
by the type o f products sold, industry specific.

As Moncrief (1986a) reported, prior

research had not focused on differences in job activities or industry specific data. The
fact that prior research did not differentiate sales jobs by activities or industries may
explain the minimal degree o f variation in performance accounted for by different
determinants of performance (Churchill et al 1985).
A more recent trend in the literature has been to focus on a more narrowly defined
selling job, specific industry or specific company (Sager and Ferris 1986; Bartkus,
Peterson and Bellenger 1989; Weilbaker 1990). Although few studies are available, the

10
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significant relationships revealed between antecedents o f performance and sales results
are encouraging in that the characteristics that have been evaluated seem to be better
predictors o f sales success than previous research reported (Bartkus et al. 1989; Sager and
Ferris 1986; Weilbaker 1990).

OBJECTIVES OF THIS STUDY
This research seeks to fill a gap in the sales management literature by testing three
existing scales to better understand antecedents of performance. Determination o f the
characteristics to be evaluated in this research were based on a thorough review o f the
literature which is discussed in Chapter II.

Churchill et al. (1985) determined that

personal factors accounted for the greatest degree of variation in sales performance,
therefore, this research will focus on personal characteristics.

Sales management

strategies concerning motivation, compensation, etc. can influence performance and will
be discussed in the literature review, but are not the primary focus o f this research.
Christie and Geis (1970,1972) have extensively studied and have developed several
instruments to measure the Machiavellian personality. The Mach IV Scale (Christie and
Geis 1970), containing twenty items, has been shown to be a valid instrument to measure
the Machiavellian personality (Robinson, Shaver, and Wrightsman 1991). The Mach V
Scale (Christie and Geis 1970) contains sixty items in a forced choice format. It was
developed to offset a significant negative correlation between Mach IV and Edward’s
Social Desirability Scale

(r values around -.40).

In consideration of the broader

experience, validity and reliability issues, the ability to use parametric statistics with Mach

11
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IV, but not Mach V, and the concern that an excessively long survey would reduce the
overall response rate, the Mach IV Scale Version One (Christie and Geis 1970) was used
for this study.
Christie and Geis (1970) have stated that an unstructured environment favors the
manipulative selling methods of someone who has a Machiavellian personality. Shultz
(1993) empirically demonstrated a positive relationship between stockbrokers scoring high
on the M ach V scale and success in terms of income. Stockbrokers were chosen because
they were considered to operate in a relatively unstructured environment (Shultz 1993).
Thus, the industry chosen for this dissertation was one that is unstructured to be consistent
with theory and previous research (Christie and Geis 1970; Schulz 1993).
The particular requirements for effectiveness in selling seem to be industry specific
(Sager and Ferris 1986; Bartkus et al 1989; Weilbaker 1990), thus the sample used for
this dissertation was from a single industry: residential real estate agents. Real estate
agents were selected for several reasons. The multiple listing arrangement, which exists
in the research sample area, means that everyone has the same products to sell. Although
real estate agencies tend to segment markets, the ability o f agents to sell any property
reduces the variable o f product differences more than in industries where each company
sells its own unique products, thus reducing the impact o f product differentiation on
performance.

A sample of real estate agents from numerous agencies reduces the

potential confounding effects of training and motivational programs that may differ
substantially in sophistication among sales organizations. Real estate agents operate in
a relatively unstructured environment. Finally, individual performance can be measured

12
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objectively, namely, income from real estate sales.
Residential real estate agents were selected rather than commercial agents because
of the relatively large number of local agents, approximately 3000, versus approximately
30 commercial agents and concerns for accuracy o f results related to sample size. It
would seem that although regulated and constrained by carefully worded legal contracts,
real estate agents possess significant latitude in their relationships with clients.

This

unstructured environment enables a Machiavellian to manipulate people in order to
achieve his or her objectives. Thus, a principal research hypothesis of this dissertation
was that persons scoring high on the Mach IV scale would be superior performers in
terms o f total income than those with low Mach scores.
An additional and related area of emphasis in sales management research is
relationship selling. Relationship building and adaptive selling are sales behaviors that
have been studied extensively (Micheals and Day 1985; Saxe and Weitz 1980; Spekman
and Johnson 1986; Spiro and Weitz 1990; Syzmanski 1988; Syzmanski and Churchill
1990; Weitz 1978; Weitz, Sujan and Sujan 1986). This research supports the concept that
sales representatives who are better able to adapt to different selling situations are more
effective.

It was hypothesized that persons who are better able to adapt their sales

presentations to the particular selling situation would be superior performers compared
to less adaptive sales agents.
Recently, several studies have investigated personality factors that favor adaptive
behavior in an attempt to better understand the link between adaptiveness and
performance. Goolsby, Lagace and Boorom (1992) evaluated self-monitoring in addition

13
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to other traits and their relationships to sales performance. Individuals who score high
on the traits o f self-monitoring, androgyny, and intrinsic reward orientation have greater
sensitivity; therefore they are more psychologically adaptive (Goolsby et al. 1992).
Self-monitoring is based on social learning, role performance, and impression
management theories. Self-monitoring individuals tend to be attuned to the opinions of
others and modify their behavior based on their perceptions o f how others will react to
their behavior.

They are very sensitive to social cues and modify their behavior

depending on the situation (Snyder 1979).

This relates to relationship development in

personal selling, which is currently an important objective o f many sales management
strategies.

Relationship development is based on the concept that the buying/selling

process is not an isolated exchange, but instead involves a continuous stream of
transactions. The focus between buyer and seller is on developing long-term relationships
and providing need- satisfying offerings to buyers (Wotruba and Simpson 1992). Persons
scoring high on the Self-Monitoring Scale (Snyder and Gangestad 1986) would be
expected to be more successful performers.

Caldwell and O’Reilly (1982) found a

positive relationship between sales performance and self-monitoring. The rationale is that
self-monitors have a greater ability to adapt to the particular selling situation therefore
allowing them to be more successful (Goolsby et al. 1992).
It appears logical that Machiavellians would be high self-monitors; but not all self
monitors are Machiavellians. The motivation for their behavior is different, self-monitors
want the approval o f others, whereas, Machiavellians want to win. Thus, an additional
hypothesis was that high Machs, persons scoring high on the Mach IV scale, would score

14
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high on the Self-Monitoring Scale, but those scoring high on the Self-Monitoring Scale
would not necessarily be Machiavellians. It was expected that those scoring high on both
the Mach IV scale and the self-monitoring scale would be the strongest performers.

Plans to Accomplish the Objectives
A sample of Tidewater Virginia residential real estate agents was administered a
questionnaire consisting of the combined Self-Monitoring, Mach IV, and ADAPTS scales,
plus demographic data for cross-comparisons.

The results were compared with

performance data, annual income from real estate sales for 1992 and annual income from
real estate sales for 1993.

The objective was to determine the relationships, if any,

between adaptiveness and performance, Mach scores and performance, and self
monitoring and performance and relationships among the scales. Correlational analysis
was the method used for evaluating the relationships that were hypothesized. Chapter II
presents a literature review pertinent to this dissertation and Chapter III presents the
specific research hypotheses.
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C H A PTER II

LITERATURE REVIEW
INTRODUCTION
"Sales" transactions have occurred since prehistoric times. Buying and selling are
pervasive societal functions and literature on trading activities is found for most
civilizations. For this reason, this literature review includes a brief history o f sales from
early times to the mid-twentieth century.
The focus of sales management is on ensuring the success o f the corporation by
selling its goods or services (Churchill, Ford, and W alker 1993). The obvious importance
of this topic for corporate America has stimulated a substantial interest in sales
management research. Consequently, there has been an emphasis in the literature on sales
performance, which is the focus of this literature review. The reasons why some people
are successful in sales careers and others are not has been a source of curiosity for
practitioners and academics alike. Certainly one would agree that performance results are
both complex and multi-faceted.

The multi-dimensional nature of performance may

account for the less than conclusive results reported in the literature.

Further

understanding o f the relationship between performance and other measurable personal
characteristics, based on theory and prior research results, warrants further investigation.
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The focus of this literature review is on performance and its relationship to selection
and recruitment o f sales representatives. Therefore, it is an attempt to determine whether
certain personality factors or personal characteristics correlate with more effective sales
performance.

A brief discussion o f performance and its relationship to the topics of

motivation, compensation and incentives, and buyer-seller relationships are also presented.
In addition, literature related to the constructs of Machiavellianism and self-monitoring
are included because o f their relevance to the current research.

HISTORY OF PERSONAL SELLING
The information discussed in this section was obtained from two major articles by
Powers, Martin, Rushing, and Daniels (1987) and Powers Koehler, and Martin (1988).

Personal Selling Before 1900
The selling process has evolved from occasional trading into a complex series of
activities that has made mass production and consumption possible. Powers et al (1987,
p. 1) offer the following, "Sales can be defined as the intermediary relationship between
the holder o f goods and the one who wants the goods from the holder. Thus, when we
speak of ’trade’ we are implicitly including a selling function as part o f this process."
The Ancient W orld: Trade dates back to prehistoric man where gifts were left to
insure safe passage through foreign territory. Alderson (1957) discusses the concept of
matching supply and demand by a sorting process. Over time the names associated with
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this process have been: trade, marketing, and selling.
The discovery of agriculture around 10,000 B.C. led to increased surpluses and
increased potential for trade. The following shifts in trading were observed over time:
increasing numbers of peddlers traveling from town to town, markets were established at
fixed times for the exchange of goods, and merchant middlemen appeared, who were the
first salesmen who were not either producers or artisans.

The Phoenicians had the first

organized groups of traders with a chief merchant and several subordinates working for
a fixed daily wage or commission. Drawbacks to trade during this time included the lack
of a trading class, possibly due to a lack of protection for foreign traders, and no coinage
system until the seventh century B.C.
The Classical World: The era o f the Greek and Roman traders saw an increase in
regional and specialized trade and selling. Many o f the modem aspects o f selling began
during this period, such as:

functional specialization, paid agents and merchant

wholesalers, laws governing conduct, a monetary system o f exchange, and the rise in the
stature of merchants.
The Dark Ages began in the W est with the fall of Rome in 476 A.D. Travel was
unsafe and living standards declined. In addition, the church’s emphasis on piety rather
than material acquisitions diminished the role o f trade.

The new religion of Islam

emerged from the Middle East. Islam was a society that emphasized trade above art or
industry, perhaps due to the harshness o f their environment. Islamic believers were intent
on conversion as well as plunder in Mediterranean area. They elevated the merchant to
a position o f honor. The Islamic Traders developed commercial districts to facilitate
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foreign trade and introduced such words as tariff, traffic, and risk to the vocabulary of
commerce.

The role of selling was the prime mover o f economic development.

Increasing competition came from the merchants o f Florence and Venice and by the
thirteenth century a trade revival had begun.
During The Middle Ages traders were first and foremost salesmen. One example,
the life of Saint Cedric of Finchal, was chronicled by monk Reginald of Durham. Cedric
abandoned the life o f a farmer to pursue peddling in rural England. His successful career
progressed from selling low-priced trinkets door-to-door to ultimately calling on forts,
castles, and cities. He eventually gave up his successful career as a merchant to become
a religious recluse. This is perhaps the forerunner of the twentieth century notion of
quick success through a sales career.
The Renaissance and Mercantilism period witnessed the dawning o f a new
commercial age. A rise in retail trade was evident with the establishment o f permanent
retail shops replacing trade fairs. There was an increasing concern with ethics because
the shop owners were a part of the local community.

Unethical behavior resulted in

economic as well as physical and legal punishment.
The Industrial Revolution and the Modem A ge: Mercantilism was dying by the
middle of the 18th century. The ability to dramatically increase the amount of goods
produced, as a result of the industrial revolution, necessitated a consumer revolution to
purchase the goods produced.

Dramatic changes resulted from the need to "move" the

goods that were produced by the implementation of modem industrial processes. Josiah
Wedgewood was a pioneer in developing modem selling techniques. He implemented
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numerous important concepts, such as the following: field warehousing, sales
management, showrooms, pricing to penetrate new markets, aggressive sales and
marketing plans, and free samples to royalty, who were the opinion leaders (Powers et
al. 1987).
The advent o f rail transportation substantially increased the geographical area that
a salesman could cover as well as the amount o f goods he could take with him, compared
to a wagon or horseback. Nationalized mail service allowed new sales techniques to be
employed including: advertising, sales letters, and mail order selling, such as Sears and
Roebuck. Technological innovations such as the development o f modern production,
transportation, and communication systems paralleled and facilitated the rapid changes in
selling and economic development.

Selling From 1900 to 1949
Modem Selling Emerges (1900-1919):

Rapid economic and technological

development resulted in the increasing size o f markets and the firms that served these
markets.

The development of sales management as a specialized marketing function

emerged during this period. Organizations added sales departments for the coordination
of sales activities and facilitation of sales training, which was becoming increasingly
important. The use o f "canned sales presentations," meaning a prepared sales script, was
one result o f increased sales training activities. Widespread use o f cars increased the
mobility of salespeople and the number o f accounts they could service. For the first time,
college courses were offered in personal selling.

Thus, this period witnessed an
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increasing sophistication of sales management techniques that continue to the present.
The period of Rapid Growth ('1920-1929) occurred in part because excess production
capacity resulted in the increased use of sales people to stimulate demand using a push
strategy. The stature o f the sales representative increased (Bartels 1976; Dawson 1970)
and a substantial body o f literature on sales management was developed. The number of
people employed in sales jobs was at an all time high (Abstract from the 15th Census o f
the United States 1930). Academic interest in personal selling was apparent by the rapid
growth in selling literature, such as the Journal o f Retailing, which was established in
1925.

Managers instituted "scientific sales management" techniques to improve

productivity. This "golden decade for sales" ended with the clouds of the Depression on
the horizon.
The Depression Years (1930-1939) signaled a decline in the stature o f salesmen. In
fact, some even blamed the depression on sales people, claiming that salesmen were
ineffective in adequately stimulating demand, which caused the depression. The former
sellers’ market became a buyers’ market. This resulted in an increased focus on customer
needs that is evident today. There was also an increased emphasis on developing sales
management tools to increase marginal business during bad economic times.
The Changing Role of Selling (1941-1949) was strongly influenced by world events.
During W orld W ar II there was limited output o f consumer goods. After the war, pent
up consumer demand once again resulted in a sellers’ market. This resulted in a rapid
increase in the number o f sales representatives and an increased use of college graduates
for sales jobs, possibly because o f increased sophistication in personal selling, as well as
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the increase number o f college graduates due to World W ar II veterans using the G.I. Bill.
The end of the decade saw another recession as supply caught up with pent up demand
that was unleashed after World W ar II. Once again, salesmen were blamed for causing,
or failing to prevent, the economic woes o f the country. The result was a return to more
aggressive selling techniques in an attempt to stimulate demand. Willy Loman in Death
o f a Salesmen (1949) didn’t help improve the image of salesmen, which still suffers
today.

This turbulent decade saw the extremes o f the near obsolescence o f personal

selling to the point where expectations were so high that they were impossible to meet.
Trends Since 1950:
Personal selling has gone through numerous changes since 1950. One important
trend is the increased professionalism and training of sales representative exhibited by
numerous accrediting associations and the increased use o f technically trained sales
people, such as pharmacists and engineers. Another significant trend is the increased
number o f women holding industrial sales jobs. The size of sales organizations has also
increased as well as specialization o f selling jobs by customer or product type. No doubt,
change will continue as research on the antecedents, consequences, and variability in
performance uncover new insights that can be used for theory development and practical
applications (Powers et al. 1988).

SALES M ANAGEM ENT TH EO R Y D EV ELO PM ENT
According to Hunt (1991, p.4),
a theory is a systematically related set of statements, including some
lawlike generalizations, that is empirically testable. The purpose of theory
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is to increase scientific understanding through a systematized structure
capable of both explaining and predicting phenomena.
Based on this definition, there is certainly no general theory o f sales management at the
present time. One of the issues closely tied with theory development is agreement on
definitions used in a discipline. Ferrell and Lucas (1987) discuss the development o f a
definition of marketing, stating that agreement on a definition of marketing would be
helpful to delineate the discipline for academic purposes, research purposes, and practical
applications. It seems reasonable to assume the same could be said for the field of sales
management. For this reason, studies that address the issue of classification schemata,
concepts and definitions used in sales management research are reviewed.
McMurry (1961) disagreed with the prevailing concept that all selling jobs were the
same and was among the first to recognize that selling jobs could be differentiated by the
types of activities salespeople performed. He classified salespeople into one o f seven
categories:

delivery (milk), inside order-taker (retail), outside order-taker (consumer

products), builder of good will (pharmaceuticals), technical (engineering consultant),
creative sale of tangibles (vacuum cleaners), and the creative sale of intangibles
(insurance).
McMurry’s work served as a foundation for other sales management researchers,
such as Newton (1973), who reduced the classification into four categories: trade sellers
(consumer products), missionary sellers (pharmaceuticals), new business sellers (identify
and obtain business from new customers), and technical sellers (sales engineers for
computer manufacturers).
The primary responsibility o f trade selling is to increase business from current and
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potential customers by providing them assistance with merchandising and promotion. The
missionary seller tries to increase sales from current customers by providing product
information and other personal selling assistance. Technical sales representatives try to
increase sales from current and potential customers by providing them with technical or
engineering information and assistance.

New business sellers have the primary

responsibility of obtaining business from new customers with whom the company has not
previously dealt (Newton 1973).
Lamont and Lundstrom (1977) were the first researchers to define specifically sales
job activities.

The study delineated sixty job tasks that were combined using factor

analysis to eight factors:

working with management, customer service, ethics, direct

selling, customer relations, keeping abreast of market conditions, meeting sales objectives,
and keeping customer records. Although this list was not exhaustive of sales behaviors
or activities that could be used to compare and contrast job responsibilities among
different industries (or different firms), it served as a basis for future research.
In a subsequent study, Moncrief (1986b) developed a more extensive list o f activities
(than Lamont and Lundstrom 1977) and administered a survey listing the various
activities to a diverse group of industrial salespeople. The purpose o f M oncrief s (1986b)
study was to determine whether the frequency and time spent on key activities differed
among different firms or industries.

The results indicated that there were significant

differences among industries for the following functions: selling function, order taking,
servicing the product, information management, servicing the account, conferences, and
training/recruiting.

The implications of these results are that managerial decisions
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regarding aptitude, skills, personality traits, etc. necessary for sales success may be
affected by the frequency and time spent on different activities. Therefore, it is important
to assess these requirements in order to determine characteristics to seek in potential sales
representatives. These characteristics will likely vary among industries, companies, and
perhaps even within companies if selling tasks differ substantially. Moncrief (1986b)
suggested that future research should be directed at determining whether performance
level is related to particular sales activities.
In a related study, M oncrief (1986a) presented a possible explanation for the
conflicting outcomes of many studies o f sales performance. He stated that the diversity
of activities in terms of frequency and time spent on them could be the cause of these
divergent results. In a study o f 51 companies in a variety of industries, M oncrief found
ten basic selling activities: selling function, working with orders, servicing the product,
servicing the account, information management, conferences/meetings, training/recruiting,
entertaining, out o f town travel, and working with distributors. In addition, Moncrief
(1986a) used cluster analysis to identify a five category sales taxonomy. The types of
sales jobs were: institutional seller (creative selling directly to the customer), order taker
(works with orders and servicing the account), missionary salespeople (public relations,
the largest group), trade servicer (similar to institutional seller - emphasis on selling and
servicing the account), and trade seller (emphasis on distribution, bid preparation, pricing,
establishing an initial sale, the smallest group). The relationship of job taxonomies o f the
various studies is presented below:
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Comparison o f Sales Taxonomies
Moncrief (1986)

Newton (1973)

McMurry (1961)

Missionary

Missionary

Missionary

Trade Servicer

Trade Servicer

Delivery

Trade Seller
Order Taker

Order Taker

Institutional Seller

Technical

Technical

New Business

Create Demand

-----

-----

Summary of Sales Management Theory Development
Hunt (1991) states that classification schemata are fundamental in organizing and
studying phenomena. The Newton (1973) and McMurry (1961) classification schemes
provided a theoretical basis for discussion and hypothesis development, but neither was
tested empirically.

Moncrief (1986b) empirically tested his schemata and the results

supported the hypothesis that there are significant differences in the activities performed
by different types o f sales people. The implications o f this very basic step in the pursuit
of a theory o f sales management are twofold. First, with the exception o f some recent
studies (Bartkus et al 1989; Sager and Ferris 1986; Weilbaker 1990), researchers have
focused on determinants o f performance without controlling for differences in sales
activities performed by salespersons in different firms and industries. Future research
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should incorporate this factor into empirical studies with the hope of developing better
criteria to predict and enhance effective performance.

Second, from the managerial

standpoint, the implication is that criteria for selection of salespeople may be job specific.
This emphasizes the importance o f determining salient job characteristics and developing
methods to recruit candidates best suited to meet the demands of the specific job. The
"shotgun" approach, where salespeople are hired based on "general characteristics", has
proved less than satisfactory.

PERFORMANCE LITERATURE
INTRODUCTION
Over the past 75 years there have been over 100 published studies which examined
the determinants o f sales performance. Unfortunately, the studies have produced both
inconsistent results regarding which factors predict sales success as well as low predictive
values to those factors that apparently relate to sales success (Churchill, Ford, Hartley,
and Walker 1985; Weitz 1979). As previously mentioned, the importance of the selling
function to the financial well-being of the company is significant. For this reason, much
of the literature has focused on factors believed to relate to or predict performance.
Walker, Churchill, and Ford (1977) presented the first comprehensive framework for
a model of sales performance.

Prior to 1977 the research on sales performance was

largely fragmented and non-empirical. The purpose of Walker et al. (1977) presented a
model that could be tested empirically and validated. The model had two main constructs
thought to relate to performance: role perceptions and motivation, for which in depth
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relationships were presented.

Thirty-seven propositions were presented that could be

empirically tested. Although the model was not empirically tested, it has served as a
framework for a substantial body o f research that are discussed in subsequent sections.
One of the seminal studies in the sales management literature is a meta-analysis of
sales performance by Churchill, Ford, Hartley, and Walker (1985). The study analyzed
the results o f 116 studies with the following conclusions:

The determinants o f sales

effectiveness were ranked in order o f importance (most to least): personal factors, skill,
role variables, aptitude, motivation, and organizational/environmental factors. The results
indicated that the strength o f the relationship between the major determinants and
salespeople’s performance is affected by the type of products salespeople sell, industry
specific.

M oncrief (1986a) states that research up to that point had not focused on

differences in job activities, which may explain the disappointing results found by
Churchill et al. (1985) in the amount of variation in performance accounted for by
different correlates o f performance investigated in prior research. More recent research
has focused on a more narrowly defined selling job, by industry company. Although few
studies have been published, significant relationships between various personal
characteristics and performance have been revealed (Bartkus et al 1989; Sager and Ferris
1986; Weilbaker 1990).
The analysis of correlates of sales performance are contained in two research
streams: (1) factors that are innate in individuals, performance literature, and 2) factors
that can be influenced by training and various management techniques, sales management
topics. The following sections address both categories.
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SELECTION AND RECRUITMENT
Introduction
Estimates o f first-year costs for a sales representative can exceed $100,000 excluding
salary, expenses, and benefits (Sager 1990). The average annual salary for industrial sales
representatives ranges from $27,000 for a sales trainee to $60,000 for a top level sales
representative, plus an average of approximately $10,000 in expenses (Sales and
Marketing Management 1992).
Salsbury (1982) stated that most salespeople are not suited for the job they perform,
which leads to turnover. The common corporate practice o f increasing investment in
training programs to rectify the hiring mistake is treating the symptom rather than the
problem. What must be done is to develop methods to improve the selection process to
avoid costly mistakes (Salsbury 1982).
Over 80% of the published articles that reported empirical evidence relating
salesperson performance with one or more predictor variables have appeared in the
literature since 1950 (Churchill et al 1985). Various constructs have been studied to
determine their value in predicting sales success. The following section will focus on
factors that have been studied and reported in the literature that are innate to the
individual and can be measured to aid in the selection process, namely:

(1) aptitude

(mental or cognitive ability and skill level), (2) personal characteristics, and (3)
personality traits.
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SALES SELECTION LITERATURE
Aptitude
Although aptitude has been one o f the most widely studied constructs in sales
performance literature, the empirical evidence relating aptitude to performance is weak.
Churchill et al. (1985) found on average only 2% o f the variation in sales performance
was related to aptitude in the studies reviewed.
The first study on salesperson performance that appeared in the literature was in
1918 by Elsie Oschrin (Churchill, Ford, Hartley, and W alker 1985). This study examined
the relationship between aptitude and performance among retail saleswomen. Aptitude
has been categorized by some researchers as a constraint on performance (Churchill, Ford,
and Walker 1993).

Specific studies have found correlations between cognitive

components, however, broad measures o f aptitude by themselves have not been found to
explain a large proportion of the variation in sales performance (Ghiselli 1977).
Sujan, Sujan, and Bettman (1988) empirically tested knowledge structure differences
between more effective and less effective salespeople (using student callers in an ongoing
telemarketing campaign to raise funds from alumni at a major eastern university). They
reported the results of both a cross-sectional and longitudinal study of knowledge and
effectiveness. The results of both studies were consistent: (1) more effective salespeople
have richer and more overlapping knowledge structures about customer types and (2)
effective sales representatives perceive greater similarities across different categories of
customers. Their hypothesis that there is a positive relationship between knowledge and
performance was supported.
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Weitz, Sujan and Sujan (1988) presented a theory of knowledge, motivation and
adaptive behavior as determinants of selling effectiveness. They characterize personal
selling as a dynamic influence process and effective salespeople need to alter their sales
approach both within and across sales interactions. They suggest that knowledge is the
critical characterisdc that enables salespeople to effectively cope with their complex and
dynamic environment.

This is the "smarter versus harder" approach to sales force

management, which means that developing sound sales strategies is more important to
success than working longer hours (Sujan 1986).
Weilbaker (1990) studied selling abilities necessary for missionary sales. Interviews
with pharmaceutical sales representatives and managers as well as physicians to determine
what traits were considered most important for success were conducted. Interestingly, the
combined responses of representative, managers and physicians indicated the following
characteristics in order o f importance: adaptability, ability to learn, communication skills,
comprehension, interrogative skill, and observational skills. The results were different
when evaluating responses from only managers and sales representatives as follows, in
order of importance:

observational skill, sympathy, ability to handle rejection,

perseverance, creativity, confidence and organizational skill. Weilbaker (1990) suggests
that the results o f this exploratory study should be verified by future empirical research.
Skill level as a major determinant of sales performance has received little attention
in the literature. The emphasis on skill level peaked during the 1956 to 1960 period.
Churchill et al. (1985) reported that, on average, approximately seven percent of the
variation in performance was attributable to skill level. After removing the effects of
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sampling error, there was strong evidence that one or more other variables moderate the
relationship between skill level and performance.

Personal Characteristics and Personality Traits
Research on personal characteristics as determinants of sales performance have
included such factors as height, weight, age, marital status, club membership, and formal
education. Lamont and Lundstrom (1977) found a positive relationship between height
and sales performance. The relationship between personal characteristics and performance
based on meta-analysis (Churchill et al. 1985) indicated that personal factors account for
approximately 2% o f the variation in sales performance.
Research on personality traits and their influence on sales performance has been
pervasive.

Such constructs as ego drive, empathy, dominance, endurance, social

recognition, self-monitoring, and the "wooing instinct" (McMurry 1961) have been studied
(Bagozzi 1978, 1980; Ingram and Bellinger 1983; Kohli 1989; Lamont and Lundstrom
1977; Mayer and Greenberg 1964).
Research focusing on personality traits is defined by Reeves and Barksdale (1984)
as one-way static analysis, that is it investigates only the salesmen side o f the dyad, not
the dynamic interactive approach used in more recent studies.

The majority o f this

research has focused on identifying factors predictive o f sales success that would improve
the selection o f salespersons. Psychological tests are used often to identify sales recruits
who possess the personality traits thought to predict effective performance.
One of the earliest studies o f personality traits (McMurry 1961) suggested that the
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"wooing instinct" was mandatory for sales success. McMurry defines the wooing instinct
as "the compulsive need to win and hold the affection of others" (McMurry 1961, p i 17).
As a result of the need for affection, the successful salesman has great empathy towards
others. He must also possess a high level o f energy and abounding self-confidence. This
study stimulated interest in identifying determinants o f performance. McMurry had a low
regard for the intelligence required for personal selling in saying, "In short, conditions
here are similar to those which many observers have found in manufacturing. There we
have learned that the ’brains’ must be taken out of the shop; real thinking is not for the
operators" (McMurry 1961, p. 119). He suggested that since salespeople were generally
ambivalent to authority, chronically dissatisfied and demanding, and resistant to reason,
which were all related to their immaturity or neurosis, they needed to be ruled with an
iron hand using ruthless leadership if necessary. More recent literature has an extremely
different view, as will be discussed.
Mayer and Greenberg (1964), studying insurance agents, presented a theory that the
characteristics of empathy and ego drive were essential to sales success. Empathy is
defined as the ability to feel as the other person does, the intellectual or emotional
identification with another person.

Ego drive is defined as the extent to which an

individual wants and needs to achieve his or her own personal internal goals (Mayer and
Greenberg 1964). The researchers stated, a good salesman has "a particular kind o f ego
drive which makes him want and need to make the sale in a personal or ego way not
merely for the money to be gained; the customer is there to help him fulfill his personal
need" (p. 120).

33

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

Mayer and Greenberg (1964) discuss the failure o f screening tests to predict who will
succeed in sales on the basis that: (1) the emphasis was on interest and not on aptitude
and interest does not necessarily equate to ability, (2) the problem with "cheating" on
aptitude tests, (3) the emphasis on conformity rather than creativity, which does not
necessarily correlate with sales success, and (4) the analysis of individual traits rather than
the complete personality. The conclusion was that to predict success in sales, experience
is less important than the traits o f empathy and ego drive (Mayer and Greenberg 1964).
Said another way: salesmen are bom, not made. A successful training program will result
from the selection o f the appropriate raw materials; that is, choosing people with the
characteristics o f empathy and ego drive. Careful selection o f sales representatives should
help reduce the high costs o f turnover and produce more effective performers. Although
the researchers state that hiring men with these traits would reduce turnover, their
methodology was not presented and a replication has not been published to date (Mayer
and Greenberg 1964).
Lamont and Lundstrom (1977), studying building materials sales representatives,
developed an empirical approach to test the hypotheses presented by Mayer and
Greenberg (1964). Unfortunately, not only could they not verify those results, but instead
found a negative relationship between both empathy and sales performance and between
ego drive and sales performance. Lamont and Lundstrom’s (1977) results indicated that
taller individuals tended to be more successful and that education was negatively related
to compensation, supporting McMurry’s (1961) contention that intelligence was not an
important characteristic o f successful salesmen. Their study was conducted with sales
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representatives selling industrial building materials.

Lamont and Lundstrom’s (1977)

study was the first published empirical study testing the relationship between personal
characteristics and sales performance across: (1) behaviorally oriented management
ratings, (2) performance criteria reflecting levels of selling activity, and (3) criteria
reflecting compensation o f people.
Perreault, French, and Harris (1977) utilized multiple discriminant analysis (MDA)
in an attempt to improve the salesmen selection process. The purpose o f their study was
to offer managers and operational procedure for classifying sales applicants according to
personnel test scores and provide managers with the ability to test the relationship
between the test battery and performance.

They studied current salespeople from

specialized sales divisions of two Fortune 100 industrial firms.

Stepwise multiple

discriminant analysis was used to identify variables that would best discriminate between
more effective and less effective sales representatives. Perrault et al. (1977) suggest that
rather than looking at "average" scores or profiles, as most prior research had done, the
focus should be on individuals rather than groups, which MDA does. The researchers
state that focusing on the individual would result in a better way to distinguish between
characteristics of more versus less successful sales representatives. The fallacy of the
average approach is that sales performance predictors may be compensatory, a high score
on one factor can offset a low score on another. They state that the advantage of MDA
is that it is a compensatory model, which is a better representation o f reality than looking
at traits individually. This supports Mayer and Greenberg’s (1964) criticism of screening
tests. MDA can compute estimates of specific probabilities that an applicant would be
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classified in a group based on a pre-specified performance level. Perreault, French, and
Harris (1977) found that by analyzing discriminant loadings it was apparent that there
were factors that were significant in differentiating among performance levels.

The

following variables were the most effective in discriminating between different levels of
performance: vigor/energy, cautiousness, sociability, sales comprehension, and sense of
humor.
Perrault et al. (1977) state that the use o f current employees only is a weakness o f
the study, and for true predictive validity all applicants should be hired without regard to
test results. Their subsequent performance could be measured to validate the procedure.
The feasibility of getting a company to undertake this type of a validation study is
practically nil.
As previously stated, the fact that MDA is a compensatory model means that it
considers the relationship among personality variables, which is intuitively a sound
approach. In addition, it identifies the variables that have the best discriminating power,
which should be helpful in the sales selection process. The unusual aspect about the
Perrault, French, and Harris (1977) study is that there has never been any subsequent
published research using MDA to predict sales success, in spite o f the fact that the
method has intuitive appeal.
Bagozzi (1978) empirically tested the relationship between three personal variables
(self-esteem, other-directedness, and verbal intelligence) versus performance and job
satisfaction. He uses Korman’s (1970) definition of self-esteem stating that self-esteem
arises from three sources:

(1) chronic self-esteem, which is viewed as a relatively
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permanent personality trait that is consistent across diverse situations, (2) task-specific
self-esteem, which originates from past experience with similar tasks and is a reflection
of one’s feeling of competence in performing the task, and (3) socially influenced self
esteem, which is related to another person’s expectations for one’s behavior (how
confident you are that others perceive you as competent). Korman suggests that all three
dimensions o f self-esteem contribute to a person’s "self-perceived competence and ability
for the task at hand." He also states that self-esteem directly influences the level of task
performance.
Self-esteem reflects attributes one has with respect to one’s self, an internal
orientation, by contrast, other-directedness is externally focused.

The other-directed

person looks to contemporaries as the source of direction, rather than looking to one’s
self, much like the high self-monitor. Bagozzi (1978) hypothesizes that other-directedness
would be inversely related to self-esteem. Little research has been done relating inner
versus outer-directedness to the behavior of sales people.
Verbal intelligence is defined as "the cognitive ability to perceive, attend, and
process information related to conversations, written instructions, and other forms of
communication" (Bagozzi 1978, p. 520).

It is not the same as IQ, rather it is the

individual’s cognitive capacity and competency in dealing with others and the
environment, in other words, the person "has a way with words".

Bagozzi (1978)

hypothesized that verbal intelligence was positively related information processing
complexity and accommodation or coping styles.
Bagozzi’s (1978) major conclusion was that it may be more meaningful to model the
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behavior o f salespeople as a function of the person, the selling situation, and the
interactions of the sales rep with important participants in his role set. All three of these
dimensions were shown to affect significantly both jo b performance in terms of actual
sales and satisfaction, the subjective experiences o f salespeople.

Bagozzi’s (1978)

findings also revealed a significant (pc.OOl) positive relationship between both otherdirectedness and self-esteem to performance. In addition, role conflict which is the stress
associated with the perception that two persons have conflicting responsibility and
authority, had a strong negative impact on job satisfaction, which is how well one is
satisfied with compensation, opportunity for advancement, etc.

The suggestion for

management is that reducing role conflict would increase job satisfaction by: (1) selecting
salespeople who are better able to handle stress and (2) clarifying and coordinating
different role responsibilities (Bagozzi 1978). The strong relationship between self-esteem
and performance suggests that management should hire persons with high levels of self
esteem, while continually trying to build self esteem through appropriate territory
assignments that are reflective of the individual’s abilities and positive reinforcement
programs to enhance self-esteem (Bagozzi 1978).
Bagozzi (1978) suggested several possible future research directions. First, the role
of self-esteem as both a dependent and independent variable suggests that a structural
equation model might be appropriate. This would allow the researcher to investigate a
whole system of relationships influencing salesforce behavior. Another area for additional
research is investigating cognitive strategies employed by effective versus, ineffective
representatives. Finally, organizational and task variables could be studied to determine
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their influence on performance.

The industries investigated were steel and plastic

strapping, and seals used in shipping, and small hand strapping tools.
Sager and Ferris (1986) studied personality factors and their correlation with success
among pharmaceutical representatives. Sales representatives were given the 16PF (Cattell,
Eber, and Tatsuoka 1970) personality profile to identify traits of superior sales
representatives. The results indicated there were differences in personality traits between
more and less successful sales representatives. More effective representatives tended to
be warm, easy going, and cooperative. In addition, more effective representatives were
found to be dominant and shrewd.

In the second phase o f analysis, personality

characteristics, sales attitudes, extrinsic, and intrinsic orientation scales were used to
predict job performance rating and recent salary data.

The composite scores were

significant at the p,.01 level, reinforcing the importance o f these variables as determinants
of sales success (Sager and Ferris 1986).
Avila and Fem (1986) studied performance of small and large computer system sales
representatives.

The composite results were not significant, however, when the

representatives were divided into two groups, those that sold large computer systems
versus those that sold small computer systems, the results were significant.

The

proportion of variance explained by the models increased from 3% to 36% for large
systems and 11% for the small systems. Across selling situations, "planfulness" was
positively related to performance.

Planful people are those that tend to do things

according to a preconceived plan or routine, and do not tolerate ambiguity or uncertainty
well.
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Locus o f control was related positively to sales quota and managerial performance
ratings in large system salespeople. Locus of control refers to whether or not a person
feels in control of his own destiny. People that feel they control their lives are called
"internals", have and internal locus of control, and those that feel that fate, luck, or others
control their lives are "externals", have an external locus o f control. Only tenacity was
positively and significantly related to the sales quota criterion in the small system
situation.

A negative relationship was also found between locus of control and

performance in the small system situation. Avila and Fern (1986) suggested that the
results support the concept that determinants o f success are industry specific.

The

implications for management suggest the necessity of developing situation specific criteria
for the selection o f salespeople.
Bartkus, Peterson and Bellenger (1989) studied real estate salespeople to test whether
Type A behavior and experience were related to sales success.

Type A behavior is

defined as "an action emotion complex that can be observed in any person who is
aggressively involved in a chronic, incessant struggle to achieve more and more in less
and less time and if required to do so, against the opposing efforts of other things or
persons" (p.l 1). This is closely associated with ego drive, ambition, and self-motivation.
The results o f the study demonstrated a significant (p=.05) positive relationship between
performance and Type A behavior moderated by work effort. Similar findings have been
reported by Coveny (1988) in another study o f real estate salespeople. Bartkus et al.
(1989) emphasize the caveat that the findings should be applied only in highly outcomebased situations and entrepreneurial environments where salespeople can control their own
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sales behaviors, which is characteristic of an unstructured environment enabling the use
of Machiavellian tactics (Christie and Geis 1970).

This again suggests the industry

specific nature o f the determinants of sales effectiveness.

SUMMARY OF SELECTION AND RECRUITMENT LITERATURE
The rather disappointing empirical results regarding the ability to predict
effectiveness in industrial sales leads one to question the productivity o f pursuing this
topic. However, by looking at possible explanations for the discrepancies in results and
the lack of predictive power of determinants of success, one might be able to determine
the causes of the inconsistencies and suggest possible directions for future research.
One explanation for the ambiguity of the findings may be that the published
literature does not reflect the results o f proprietary research undertaken by private
industry. Perhaps these researchers have found better ways to identify determinants of
success, but have not reported their findings (Johnston and Cooper 1981).
A second explanation is based on the industry specific nature of sales jobs.
McMurry (1961) attacked the perception that all selling jobs are the same and therefore
he was among the first to recognize that selling jobs could be differentiated by the types
of activities salespeople performed.
categories:

He classified salespeople into one of the seven

delivery, inside order taker, outside order taker, builder o f good will,

technical, create demand (tangible products), and create demand (intangible products).
Newton (1973) and McCarthy and Perreault (1990) developed other sales taxonomies.
Churchill et al. (1993) state that each type of sales involves somewhat different activities
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and consequently requires different skills and training or different traits would lead to
greater success depending on the required job tasks.
Although many textbooks offer variations on these classification schemata, the point
is that there are different types of selling jobs and this factor needs to be considered by
researchers when designing studies on sales performance. The additional implication is
that managerial decisions regarding aptitude, skills, and personality traits, necessary for
sales success can be affected by the frequency and time spent on different activities.
Therefore, it is important to assess these requirements through job analysis in order to
determine characteristics to seek in potential sales representatives. These characteristics
will likely vary among industries, companies and perhaps even within companies if selling
tasks differ markedly among different selling jobs.
Research that failed to differentiate among sales situations and selling tasks may well
account for the poor predictive power o f antecedents o f performance as reported in the
literature. Moderator variables such as customer type, product type, and performance
measurement techniques may also be significant in influencing sales success (Churchill
et al. 1985).

Therefore, performance measurement has the potential to be extremely

subjective.
Recent literature has focused on situational specific determinants of effectiveness
(Bartkus et al. 1989; Weilbaker 1990) and significant relationships between performance
and its antecedents have been found.

Other researchers have suggested a situational

approach to determinants of sales effectiveness (Johnston and Cooper 1981; Kohli 1989;
Moncrief 1986b, 1988; Weeks, Chonko, and Kahle 1989).

For those in search o f a
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general theory of selling this may be disappointing, but for those interested in the ability
to develop specific theories there appears to be much promise in this approach.

MOTIVATION LITERATURE
Introduction
Organizational behavior research has served as a foundation for investigative studies on
motivation in sales organizations.

Motivational research is a relatively new area of

interest and most articles have been published since 1950. The interest is based on the
theoretical linkage between motivation and performance. The term "motivation" has been
given a wide variety of different and often inconsistent meanings.

According to

Churchill, Ford, and Walker (1993), most industrial and organizational psychologists
consider motivation as "a general label for the choice: (1) to initiate action on a certain
task; (2) to expend a certain amount of effort on that task; and (3) to persist in expending
effort over a period of time" (p. 541). In a sales management application, "motivation
is viewed as the amount of effort the salesperson desires to expend on each activity or
task associated with the job" (Churchill, Ford, and Walker 1993, p. 541).
The most common approach used in the study o f motivation is expectancy theory.
Expectancy theory states that people develop cognitive expectancies regarding the
outcomes of behavior and consequently behave in a manner which is likely to result in
preferred outcome states (Vroom 1964). In other words, a person is motivated to act in
a manner that will enhance rewards that he considers important.
expectancy theory are from behavioral psychology.

The origins of

The assumption is that these
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expectancy beliefs are positively related to motivation.
The three components o f expectancy theory are: expectancy, instrumentality, and
valence. Expectancy is the belief that a certain amount of effort will lead to a given level
of performance. Instrumentality is the belief that a given level o f performance will lead
to a certain outcome (reward). Valence is the importance of the reward to the person.
The motivational component of Walker, Churchill, and Ford’s (1977) model of sales
performance is a widely referenced schematic utilizing the expectancy theory model o f
motivation. Walker et al. (1977) suggest several constructs as influencing motivation,
namely: role perceptions, compensation, personal and organizational variables, and job
satisfaction.

Numerous research studies have investigated these constructs and their

relationship to motivation (Oliver 1974; Tyagi 1985; Walker et al. 1977).

Motivational Theory
Oliver (1974) stated that the relationship between motivational constructs and
performance had not been determined because o f a lack of empirical research in this area.
Oliver (1974) was the first published study using expectancy theory in a sales context to
explain the relationship between motivation and performance. It was also one of the first
empirical studies on motivation.

Prior to this time, little was known about how

compensation and other rewards motivate salesmen to perform. The study investigated
motivational perceptions attributed to a set of sales incentives among insurance
salespersons.

Results indicated that performance was related positively to incentive

outcomes and performance was a function of expectancy perceptions, in other words,
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people performed in a manner consistent with their expectations o f favorable outcomes.
Therefore, the study lent support to the appropriateness of using expectancy theory in
motivational research for personal selling.
Walker, Churchill, and Ford (1977) developed an expectancy framework to
understand determinants o f performance. The researchers hypothesized that a salesman’s
perceived ability to perform a task, as well as actual intelligence, general level of selfconfidence, and locus o f control strongly influence his motivation to expend effort on
various aspects o f the job, which would positively correlate with performance.

The

authors state that the purpose of their study was to develop an empirically testable
framework for researchers to use to study motivation and performance.

Expectancy

theories are difficult to empirically test because of their complexity; consequently, few
studies have tested them.
Tyagi (1985) also studied salesperson motivation from an expectancy theory
perspective with a sample of insurance salespersons. The purpose o f his study was to
examine the relative influence of key job dimensions and leadership behaviors on
salesperson’s work motivation and performance.

This study reached the following

conclusions: (1) the greater key job dimensions exist, such as autonomy and feedback, the
higher the level o f work performance; (2) the greater the degree to which leadership
characteristics, such as goal emphasis, trust, and support are perceived to exist, the greater
the work performance; and (3) intrinsic motivation, which was more related to job
dimensions than leadership characteristics, had a greater affect on performance than
extrinsic motivation, which was more related to leadership characteristics, although both
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positively influenced performance. The fact that leadership characteristics played a less
important role in performance may be related to the autonomy that sales representatives
have in their jobs, thus the greater importance of job dimensions (Tyagi 1985).
Attribution theory states that people are motivated not only to maximize their
rewards, which is the principal behind most motivational theories, but, additionally,
people seek to achieve a cognitive mastery of the causal structure of their environment.
In other words, people seek to learn the reasons behind their success or failure in task
achievement. Some of the causal attributes people use to explain their performance are:
ability, effort, strategy, and task difficulty. Other attributions for success/failure have
been suggested within three dimensions:

(1) locus o f control, which means, does the

individual believe that he controls his fate or does something external control his destiny,
internal versus external locus of control?; (2) stability, does the cause of success or failure
vary over time or is it constant?; and (3) controllability, does the individual voluntarily
control the cause o f success or failure (Weiner 1980).

The attributional approach to

motivational research in a sales performance context focuses on determining when
salespersons blame their failure on uncontrollable events and when they accept the
responsibility for their failure and learn from the experience. In general, people take
credit for success and blame others for failure (Weiner 1980).
Sujan (1986) studied motivation using an attribution theory perspective.

This

empirical research evaluated the harder versus smarter in a motivational context. The
results o f this study of salespeople from 123 companies indicated that those who
attributed poor strategy as a cause of their selling failures were more motivated to vary
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their methods o f selling, i.e. adapt to the particular situation and respond appropriately.
Weiner (1980) states that there are three components of motivation: persistence, intensity,
and choice. Salespeople can work harder by working more hours (persistence) or by
working more actively during work hours (intensity) or salespeople can "work smarter"
by being more effective in relating to or selecting which customers to call on (choice).
Sujan (1986) surveyed a group of sales managers from a variety of large national
manufacturing companies. The results o f the study found that the motivation to work
smarter had a greater impact on performance than the motivation to work harder. The
specific results are as follows:

(1) a tendency to attribute failures to poor strategy

motivates people to work smarter, whereas a tendency to attribute failures to insufficient
effort motivates people to work harder, in the same direction previously followed; (2) an
orientation toward extrinsic rewards, such as income, leads people to attribute their failure
to lack of effort; and (3) an intrinsic orientation towards rewards, such as personal
satisfaction from a job well done, leads people to feel that their failures could not be the
result of poor strategies - they feel that they generally work hard and use good strategies,
which contribute significantly to their success.

Sujan (1986) concludes with the

recommendation that attribution theory should be further investigated in the context of
motivation of salespeople.
Teas and McElroy (1986) developed a conceptual framework for understanding
salesperson motivation by integrating attribution theory and expectancy theory.

The

emphasis of this research was to develop hypotheses concerning the effect of causal
attributions on expectancy beliefs, as well as the effects of moderator variables on both
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causal attributions and expectancy beliefs.

The researchers suggested that past

performance information and individual differences, such as locus of control, self-esteem,
and experience, may have moderating effects on causal attributions and expectancy
beliefs. They note the tendency for people to accept more responsibility for their positive
outcomes than their negative outcomes, for example, you blame others for your failure,
but you take credit for your success.
Teas and McElroy (1986) suggest that research should investigate the potential role
of causal attributions as mediators in the performance-expectancy feedback loops inherent
in expectancy models.

Thus, the contribution of this study was that it attempted to

expand and enrich the concept of expectancy theory in the study of motivation o f sales
people by incorporating attribution theory as a possible moderating influence.

The

researchers note that studies on salesforce motivation continue to be exploratory and much
empirical work remains to be done.

Compensation and Incentives
Compensation and incentives are tied closely to motivational research and their
effects on performance. They are the most important rewards that a company has to
offer; however, research in this area is very limited. Two studies will be reviewed to give
an overview of this area of sales management.
Ingram and Bellinger (1983) conducted an empirical investigation of 17 industrial
companies that compared different types of rewards, such as pay, promotion, and job
security, and their relationship to hypothesized predictor variables, including age, job
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tenure, and income level.

The principal finding of the study was that personal

characteristics were not strong predictors of reward valences, meaning the value of
alternative rewards. They also found that younger people with shorter job tenure valued
promotion highly, which supports the study by Churchill, Ford, and Walker (1979). Two
additional results were found with managerial implications: (1) promotion seems to be
more valued when it is difficult to obtain; and (2) salespeople with commission-based
compensation plans had significantly higher valences for increased personal growth than
did their salary based counterparts. This implies that commission sales people are not
solely motivated by money as some have suggested (McMurry 1961). The researchers
conclude by saying little is understood about reward valences and further research is
needed (Ingram and Bellinger 1983).
John and Weitz (1989) investigated empirically cost aspects of sales management
using transactional cost analysis.

Transactional cost analysis (TCA) approaches a

decision-making situation from a strictly cost efficiency basis, rather than consideration
of extrinsic factors, such as motivational aspects o f compensation. In a sales context,
TCA is the cost of performing, monitoring and controlling activities performed by
salespeople.

This study was the first application o f TCA for compensation o f sales

representatives. The researchers list two constructs used for control in sales organizations:
(1) incentives to align individual and corporate goals, and thus motivate salespeople to
act in the firm’s interest, and (2) supervision to monitor performance. The researchers
suggest that these two constructs can be substitutes for each other.

For example,

increased incentive compensation versus salary can reduce the need for supervision.
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John and Weitz (1989) suggest some basic recommendations from sales management
literature for the appropriate role of salary versus incentive compensation: (1) salary is
more useful when performance is difficult to assess; (2) the role o f salary should be
inversely related to the relative impact o f selling effort on sales; (3) more fixed costs are
involved in effectively administering compensation plans that emphasize salary; (4) a
greater role for salary is suggested when salespeople operate in an uncertain environment;
and (5) salary is recommended for firms that have adopted a long-term orientation and
want to invest time servicing accounts to develop future business.
John and W eitz (1989) study developed and tested a conceptual framework for
analyzing the role of salary versus incentive in a sales compensation plan. The results,
from a sample o f sales managers and sales executives in manufacturing firms, indicated
that the ease of replacing sales people and the difficulty in monitoring performance had
limited explanatory power. The variable most strongly related to compensation method,
impact of selling effort on sales, is found in the sales management literature but ignored
in TCA. The low explanatory power of the entire set o f variables on the role of salary
in determining performance suggests that neither TCA nor sales management literature
has fully identified the variables used by managers in determining compensation plans.
Thus, it would seem that some coordinated efforts between academics and practitioners
is warranted to further the research into the role o f compensation on motivation and sales
performance.
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Adaptiveness
The relationship between salesperson performance and understanding customer
decision making has been investigated by a number of researchers.

Weitz (1978)

surveyed salespeople from a large industrial manufacturer of oscilloscopes and found a
significant relationship between performance and strategy formulation abilities. Twenty
percent o f the variation in sales performance was explained by the salesperson’s ability
to understand the customer decision-making process and adapt the presentation
accordingly. Weitz concluded that this significant relationship between cognitive abilities
and performance was related to the representative’s ability to analyze correctly his
impressions of the customer, even if the impressions were not entirely correct.
Saxe and Weitz (1982) developed the SOCO Scale (Selling Orientation-Customer
Orientation) to measure customer orientation in salespeople in various industries. The
positive relationship between SOCO scores and performance across different sales
situations provided the strongest evidence of nomological validity for this instrument.
Subjects were also administered the Mach IV Scale (Christie and Geis 1970) and the
results indicated a negative correlation between scores on the SOCO Scale and the Mach
IV scale. The contribution of this study was to develop an instrument to measure the
degree to which representatives are customer oriented and how it relates to performance.
The results supported the conclusion that the SOCO scale could be used for salespeople
to assess their own customer orientation.

This, in turn, could be used to assess the

relationship between customer orientation and performance, to serve as a diagnostic tool
for sales managers, and provide direction for sales training that enhances customer
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orientation.
A replication o f this study using industrial buyers conducted by Micheals and Day
(1985), who assessed the degree of customer orientation of the salespeople who call on
them. The results were almost identical to those o f Saxe and Weitz (1982), except that
buyer’s mean ratings were substantially lower than salespersons’ mean ratings. Micheals
and Day (1985) conclude that the SOCO scale should be a useful tool to improve the
quality of research on buyer-seller interactions. Spekman and Johnston (1986) present a
conceptual approach to understanding and structuring relationship management that the
new age of business-to business marketing requires. They suggest that it is a difficult
task to balance the responsibilities of assessing and meeting the customer’s needs, and at
the same time orchestrate the interaction o f the various functional groups within the
seller’s organization in order to effectively serve the customer and obtain a competitive
advantage. The importance of relationship building is critical. The researchers suggest
that the increasing importance of relationship management should be an impetus for
research in this area (Spekman and Johnson 1986).
Weitz, Sujan, and Sujan (1986) developed twenty-one propositions related to the
influence of a salesperson’s knowledge o f customer types and sales strategies as well as
motivation to alter behavior on his or her ability to practice adaptive selling.

Both

declarative knowledge, factual information associated with a selling situation, and
procedural knowledge, what actions should be taken in a particular selling situation, are
necessary to practice adaptive selling. The researchers’ intent was to identify constructs
associated with adaptive selling rather than describing the process by which salespeople
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adapt their sales presentations. Factors that enhance the benefits o f adaptive selling are:
(1) when the customer is making significant purchase decisions, and (2) when the
salesperson is selling a broad product line or products with many features and options.
It is reasonable to assume that these characteristics would be present in real estate sales.
Citing Mayer and Greenberg’s (1964) study relating empathy and selling
effectiveness, Weitz, Sujan, and Sujan (1986) propose that the cognitive aspect of
empathy, as described by Davis (1983), is related to skills in correctly categorizing
customers and sales situations, therefore, enhancing one’s ability to practice adaptive
selling. The researchers further suggest that self-monitoring may relate positively to one’s
ability to practice adaptive selling.

Additionally, the researchers suggest that

administration of a self-monitoring test in the selection process may help identify
candidates who are motivated to practice adaptive selling as well as a method to assess
perceived skills in practicing adaptive selling.
Sujan, Weitz, and Sujan (1988) reviewed numerous studies which revealed that a
significant factor in improving sales productivity is getting salespeople to work "smarter"
rather than "harder". This approach is in contrast to most motivational programs, which
are designed to motivate representative to work harder by making more calls, spending
more time selling, put forth more effort with difficult customers, etc.

Some specific

results indicated the following: above average performers showed greater variability in
selling strategies and an intrinsic interest in selling, enjoying the job itself, was predictive
of success (Sujan and Weitz 1987), the ability to adapt sales presentations to meet
customer needs was related positively to success (Spiro and Weitz 1990), the ability to
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accurately form impressions of customers’ needs was related positively to success (Weitz
1978), and telemarketers who used a more customized and problem-solving approach to
developing selling strategies were more successful (Sujan, Sujan, and Bettman 1988).
Sujan, Weitz, and Sujan (1988) suggest that high performers are like chameleons, who
draw on their extensive knowledge of customer types and selling strategies to adapt their
"colors" to match the selling environment. The unique characteristic of personal selling
over other methods o f marketing communication, that is the ability to adapt the message
content or style to the particular situation, makes it the most effective method of
communication in industrial marketing.
Syzmanski (1988) hypothesized that because salespeople must process large amounts
of information,

declarative knowledge is an important factor for sales success.

Declarative knowledge is defined as how sales reps organize category attributes, factual
information regarding a selling situation, in memory. Is it randomly organized or is it
structured for easy retrieval?.

In other words, does the sales representative correctly

perceive the selling situation and act accordingly? The implication for managers is to
look at how successful representatives categorize selling situations and try to teach others
to do the same, although it may be difficult to alter the way people categorize and store
information.

Differences in classification accuracy are hypothesized as a factor in

explaining differences in sales performance. To be effective, one must be able to identify
customer needs, personal as well as product needs, and appropriately respond to these
needs, which may vary depending on the stage o f sales transaction.

The stages are:

prospecting, sales call, sales presentation, and closing.
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The significance of Szymanski’s (1988) model was that it suggested the need to
recognize there are differences in selling situations and selling stages, which require the
salesperson to adapt his or her approach to the particular selling situation in order to
increase selling effectiveness. The traditional emphasis in personal selling has focused
on the client’s product requirements. Szymanski’s (1988) study indicated the importance
of investigating the sales process (the entire interaction between sales rep and client)
rather than just focusing on meeting the customer’s product needs. To date no empirical
tests of this model have been published.
Syzmanski and Churchill (1990) studied the use o f evaluation cues stored in memory
to classify potential customers. A comparison between successful and unsuccessful sales
representatives was conducted. This study was a follow-up to Szymanski’s (1988) study
of the importance o f declarative knowledge in personal selling. The findings indicate that
successful and unsuccessful representatives have the same number o f cues in memory and
that both types of reps distribute importance weights about the same across evaluation
cues. The difference found was in the weighting o f the cues. Successful salespeople
tended to use more stringent criteria to describe class members. In summary, they found
differences in the properties o f salespeople’s cues, but no differences in the quantity of
knowledge available for performing sales tasks between good and poor performers. The
significance of this study was to offer an alternative to traditional approaches investigating
correlates of sales performance such as motivation and job satisfaction. These initial
findings suggest the possibility that additional research in this area may provide further
insight into differences in sales persons’ performance (Syzmanski and Churchill 1990).

55

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

Spiro and Weitz (1990) developed a 16 point scale to measure adaptive selling
characteristics o f representatives. They define adaptive selling as "the degree to which
they (salespeople) alter their sales presentation across and during customer interactions
in response to the perceived nature of the sales situation" (p. 61). The researchers state
that most research on personal selling has ignored this unique adaptive capability of
personal sales situations, the marketing concept at its most micro level (Saxe and Weitz
1982). This study built on the foundation established in Weitz, Sujan, and Sujan’s (1986)
study which related the practice of adaptive selling to the knowledge structure of the
salesperson. Spiro and Weitz (1990) developed and presented the ADAPTS scale that
should provide a useful tool for sales managers as well as a framework for academic
research. They suggest that further validity testing of the scale should be performed.
Thus, a significant amount of research indicates that success in personal selling is
related to one’s ability to adapt to the particular selling situation and respond
appropriately.

It appears that identifying ways to improve this ability as well as

individuals with a propensity to be flexible and adaptive in selling situations is a
potentially fruitful avenue to pursue.

SALES MANAGEMENT ISSUES
Manager/Representative Interaction
The literature on manager/representative interaction investigates the effects o f various
methods o f supervisory behavior on sales representatives. Little empirical research has
been conducted in this area.
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Kohli (1985) investigated the influence o f four different types o f supervisory
behavior on salespeople’s role clarity, job specific self-esteem, job satisfaction, and
motivation. Supervisory behaviors investigated were: (1) arbitrary and punitive behavior;
(2) contingent-approving behavior; (3) upward-influencing behavior; and (4) achievementoriented behavior.

This was the first empirical study to investigate these types of

supervisory behaviors and their influence on sales representatives. The study sample
consisted o f sales representatives from three industrial manufacturing companies. The
results included the following: (1) arbitrary and punitive behavior was positively related
to salespeople’s intrinsic, extrinsic, and overall job satisfaction - the researchers suggest
further investigation of this unexpected and counter-intuitive finding; (2) contingentapproving behavior was positively related to intrinsic instrumentalities (internally
mediated rewards), but not related to role clarity, intrinsic, extrinsic, and overall job
satisfaction (expected); (3) upward-influencing behavior was positively related to intrinsic
instrumentalities (expected), but not related to salespeople’s role clarity, job satisfaction,
or extrinsic and overall instrumentalities (unexpected), and (4) achievement oriented
behavior was positively related to salesperson’s role clarity (expected), but not related to
job satisfaction, expectancies or instrumentalities (unexpected). In addition, as expected,
role clarity was positively related to specific self-esteem, intrinsic, extrinsic, and overall
job satisfaction.

Specific self-esteem had a significant effect on salesperson’s

expectancies.
An important finding of Kohli’s (1989a) study was that perceptions o f managerial
behaviors had a significant impact on representatives’ work attitudes, in other words,
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perception is more important than reality. Managers might need to work on perceptions
rather than actual changes in managerial style. The most effective style of supervisory
behavior was the contingent-approving approach, using positive reinforcement, which is
certainly different than McMurry (1961) suggested.
Kohli (1989) continues this research focus by investigating the role of individual
differences on the effects of different types of supervisory behavior. The findings o f the
study indicate that specific self-esteem, experience, and self-perceived performance
moderate the effects o f supervisory behaviors on salespeople. The implication o f these
results is that sales managers should engage in "adaptive" management practices in
dealing with salespeople in order to maximize effectiveness. Thus, studies have shown
that adaptive behavior is effective for both sales representatives dealing with customers
(Saxe and Weitz 1982; Spiro and Weitz 1990) as well as the current study of managers
dealing with sales representatives, again, a stark contrast to the management style
suggested by McMurry (1961).
Dubinsky, Howell, Ingram, and Bellinger (1986) present a model of salesforce
socialization based on empirical findings and the unique characteristics of the sales job.
They stress the importance of effective development of job skills, acquisition of
appropriate role behaviors, adjustment to the work group and its norms, and the
internalization o f organizational variables.

They investigated the affects o f these

socialization factors on motivation, job satisfaction, and performance. The results o f this
study provide insight into the sales socialization process. The researchers found that
greater realism on the part of the new job recruit leads to greater job satisfaction. This
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can be enhanced through better role definition, which can diminish role conflict and role
ambiguity.

In addition, better task initiation also leads to greater job satisfaction.

Congruence, which is the degree to which the work environment and the salesperson’s
needs and skills are compatible, was found to be more strongly related to job satisfaction
than task initiation. The implication o f this finding is that hiring the right person may
have more impact on job satisfaction, and presumably performance, than what the
company does with recruits after hiring them (Cooke and Jeffries 1980-81; Fleenor 1987;
Johnston and Cooper 1981; Sager and Ferris 1986). This contrasts with the analysis of
Churchill et al. (1985) which found that while various personal characteristics do have an
impact on performance, those characteristics that are "influenceable" through training,
company policies, and experience may have a greater impact on performance. Factors
such as the type of selling job, the closeness of supervision, and innovativeness required
will form an environment into which the recruit must fit, thus suggesting that sales jobs
are heterogeneous (Dubinsky et al. 1986). Therefore, it is extremely important to select
persons whose needs and skills are compatible with what is required. They suggest that
the focus of researchers and practitioners should be on the person/environment fit rather
than either separately. This person/environment fit can be measured by using "assessment
centers", where recruits are presented with real-world business situations and directed to
develop solutions that are analyzed for appropriateness. Dubinsky et al. (1986) predict
that the use o f assessment centers will become an increasingly important tool for the
selection of sales representatives.
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Evaluation and Control
Performance affects appraisal and appraisal affects performance, which makes the
decisions regarding evaluation and control very important.

Since the variables

investigated for this dissertation relate to performance, a review of the literature in the
area of evaluation and control is relevant and significant.
Mowen, Keith, Brown, and Jackson (1985) developed and tested a framework for
utilizing effort and task difficulty information in evaluating salespeople. The results of
the study indicated: (1) effort significantly influenced sales managers’ evaluation, (2) task
difficulty had no effect on performance evaluation, and (3) there was no relationship
between perceived ability and performance evaluation.

It is both interesting and

disturbing to note that the lack of influence o f task difficulty on performance evaluation
occurred in spite of the fact that managers realized that some territories were more
lucrative than others, had greater sales potential or required less effort for success. These
results suggest that bias exists in the way managers evaluate salespeople and stresses the
importance of developing the most objective standards possible for evaluating sales people
in the context o f understanding determinants o f performance. Mowen et al. (1985) state
that there is a great opportunity for research in this area as well as a need for practitioners
to pay more attention to this area of sales management.
Anderson and Oliver (1987) offer some perspectives regarding behavior-based versus
outcome-based salesforce control systems. Behavior-based systems focus on compliance
with certain procedures, such as how day-to-day job duties are performed, for evaluation,
whereas outcome-based system look at sales results.

The researchers suggest that
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outcome-based control systems provide substantial individual motivation, but the inherent
lack of direction can hurt the company in the long-run, whereas behavior-based control
compensates salespeople for activities that may result in greater sales performance.
Drawbacks with behavior based control systems are their complexity and subjectivity of
the evaluation. The researchers conclude by stating that environmental uncertainty argues
for behavior-based control systems and, in general, the more objective the measures of
performance and the more costly the behavior measurement process, the more outcome
control is recommended. They suggest that more research is necessary in the area of
evaluation and control.
Micheals, Cron, Dubinsky, and Joachimsthaler (1988) investigated a model to
determine the effects o f organizational formalization on work alienation through role
ambiguity, role conflict, and organizational commitment. Organizational formalization
is the extent to which work activities are defined formally by administrative rules, policies
and procedures. Role ambiguity is defined as the degree to which clear information is
lacking concerning: (1) role expectations, (2) methods for achieving role expectations,
and (3) consequences of role performance. Role conflict is the degree of incompatibility
among role expectations. Role ambiguity and role conflict result in role stress. The
overall results indicated that higher levels o f organizational formalization are associated
with lower levels of role ambiguity.

Greater organizational formalization was

unexpectedly associated with lower levels of role conflict. The significance of these
results is that formalization had a positive impact on organizational commitment through
its affect on role ambiguity and role conflict.

There was no negative reaction to a
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formalized work environment contrary to the stereotypical notion that the independent
salesperson is protective o f his personal freedom on the job. A limitation o f the study
was that is was conducted on a single company sample, thus, the results may not be
generalizable to other situations.

Turnover
Employee turnover is a concern for all organizations because o f its substantial direct
costs, estimated by Sager (1990) to exceed $140,000 per individual leaving a territory.
This figure does not include the indirect costs including the opportunity cost of lost sales
and the negative impact on customer relations due to vacant territories and changes in
personnel.

It is relevant to the current research in order to stress the necessity of

improving selection procedures and thereby reducing turnover.
In spite of the fact that hundreds of studies on turnover have been published, it
remains a phenomenon that is poorly understood and difficult to predict. The problem
for sales organizations is even more acute because o f the paucity of research in a sales
setting (Lucas, Parasuraman, Davis, and Enis 1987).
Lucas et al. (1987) reported the results of a ten year, longitudinal study on salesforce
turnover. The researchers developed seven hypotheses relating turnover to salesperson
demographic characteristics and job attitudes.

The variables studied, in relation to

turnover, were: tenure, age, education, supervisory considerations, and both intrinsic and
extrinsic job satisfaction. The results indicated that sales turnover may be related more
to tenure and age than to attitude, shorter tenure means greater turnover. This suggests
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that sales managers should spend more time and effort on recruiting, selection, training,
and supporting salespeople early in their careers. In addition, they found that turnover
may be more related to conditions external to the firm than internal to the firm, such as
economic conditions or other job opportunities, than to job or attitudinal factors. The
researchers point out that all turnover is not bad. They also suggest that sales managers
need to understand better the individual circumstances of why people leave, for example,
by using exit interviews. Finally, research should be done to systematically understand
external factors related to turnover. A limitation of this study is that it studied only one
insurance company, thus, the results may not be generalizable. Never-the-less, this is
probably the most comprehensive study of turnover in the sales management literature.
Johnston, Parasuraman, Futrell, and Black (1990) reported the results of a
longitudinal assessment, two surveys were done seven months apart, of the impact of
organizational influences on the development of organizational commitment by
salespeople during early employment. The sample was a consumer goods salesforce. The
study focused on how leadership behavior, role stress, and job satisfaction affected the
development of organizational commitment and how changes in commitment affect
turnover.

Role ambiguity, as perceived, was related negatively to organizational

commitment and job satisfaction was related positively to commitment during early stages
of employment. An unexpected finding was that perceived leadership behavior did not
influence levels of organizational commitment.

This may be due to the fact that

salespeople generally have limited contact with their supervisors. Finally, as one might
expect, organizational commitment was negatively related to propensity to leave the
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organization.
Darmon (1990) investigates turnover costs from a segmentation approach.

The

reasons for turnover are promotions, voluntary leaving, firing, and uncontrollable turnover.
The costs of recruiting, training, vacant territories, skill differentials, and operating costs
are taken into account.

The sample for this study was a large pharmaceutical

manufacturer with overall turnover of approximately 100% over three years. It should
be noted that promotion was the reason for turnover in approximately two-thirds of the
instances. The researcher proposes a procedure to enable the sales manager to examine
expected costs of turnover in order to identify the most costly segments to replace as
candidates for turnover reduction strategies. The type o f turnover reduction strategies to
be employed are not discussed. The author suggests that homogeneous segments of the
salesforce may be the appropriate unit of analysis for turnover research rather than the
entire heterogeneous salesforce, once again stressing the situational specific nature of sales
performance research.

Women in Sales
Women started entering the sales profession in substantial numbers in the 1970’s and
in 1993 accounted for 21% of industrial sales forces (Siguaw and Honeycutt 1995). For
this reason, there is an increasing interest in research investigating differences between
men and women in the selling context.
Futrell (1984) empirically investigated salespeople’s perceptions differences in sales
managers based on gender.

In general, male managers were preferred over female
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managers, even by female salespeople. An autocratic leadership style was judged to be
less effective, especially for female managers, which is consistent with the sex-role
stereotype associated with females. The results indicate that new female sales managers
need to be particularly conscious of not alienating their sales representatives. The author
suggests that since sales management is considered to be a male dominated profession,
it may behoove women managers to learn what is acceptable male behavior and adapt
accordingly to function effectively in a male dominated system.
Swan, Rink, Kiser, and Martin (1984) investigated industrial buyers’ image of
saleswomen finding that although women were perceived differently than men by
industrial buyers, the image was not unfavorable. In fact, women were evaluated more
favorably than men on 15 of 23 attributes. The only possible negative implication was
that men were rated more favorable than women on product knowledge and technical
assistance. The main implication of the study was that sales women do not face problems
of customer acceptance.

The authors suggest that a factor that deserves further

consideration is the importance of attribute weights to determine if certain attributes are
more important than others.

A representative sample o f a purchasing management

association members was surveyed in this study.
Schul, Remington, and Berl (1990) assessed gender differences in relationships
between supervisory behaviors and job-related outcomes in the industrial sales force. The
researchers suggest that females may respond differently to different management styles
than their male counterparts. The results of this empirical study, however, pointed out
more similarities than differences between male and female representatives in terms of
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how they respond to different supervisory behaviors, such as rewards and punishment.
Both males and females felt that they should be given praise when warranted and that
managers did not do this enough. Interestingly, when punishment was made contingent
on performance it had a more positive influence on motivating males than on females.
Thus, it is important for the manager to make the connection between the punishment and
performance to males in order to avoid having a negative impact on motivation and
subsequent performance. Females did not respond to arbitrary punishment behaviors,
whereas males were alienated by it, potentially resulting in dissatisfaction, lower levels
of motivation, and reduced organizational commitment.

The study sample was

cosmetics/health product industries.

MACHIAVELLIANISM
Niccolo Machiavelli (1469-1527) was a well-known Renaissance Italian political
philosopher who wrote extensively, most notably The Prince. The political environment
during Machiavelli’s adult life was turbulent. In 1469 Lorenzo de’ Medici succeeded an
the effective ruler o f Florence and comparative stability existed until his death in 1492.
After M edici’s death Italy experienced a period that was characterized by political turmoil
and social unrest. The country was divided into city states which were often involved in
brutal warfare amongst themselves and ready prey for ambitious foreign powers.
Machiavelli wrote The Prince as a guide to effective government at a time when the
turmoil of the warring city states and foreign invaders resulted in political chaos. His
intention was to provide princes with the information necessary to return Italy, and more
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specifically Florence, to political stability.
The main premise o f The Prince was that people who were able to manipulate their
environment were more successful in attaining political stability. Although The Prince
was written in 1513, it was not published until 1532. As The Prince was translated into
different languages, during which many years and different political environments ensued,
the very name Machiavelli often elicited anger at his seeming lack of morality and his
encouragement o f manipulative tactics to control the populace. Although many writers
have come to Machiavelli’s defense, his name has become synonymous with deceit, the
use of guile, and opportunism in interpersonal relationships (Christie 1970c). Since that
time many philosophers have written about Machiavellianism, generally in a negative
light, suggesting that Machiavellians are immoral or amoral using manipulation to
accomplish their own objectives (Hunt and Chonko 1984). Those that have come to
Machiavelli’s defense stress that his works must be interpreted in light of the political
situation in Italy at the time his works were written and to take phrases out of context
was not a fair representation of his ideas. One must consider that the Inquisition took
place during the sixteenth century and political assassinations were commonplace.
Regardless of the ongoing debate and negative connotation of Machiavellianism, the main
characteristic of a Machiavellian is manipulation to achieve one’s objectives, whatever
they may be. The morality of manipulation was not a concern to Machiavelli, thus one
would say that he was a pragmatist. Therefore, perhaps a less biased term, in twentieth
century vernacular, would be "pragmatist" rather than "manipulator." In Machiavelli’s
observations and opinions those people who could manipulate others successfully would
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be effective rulers.
Researchers who have studied the Machiavellian personality include Richard Christie
and Florence Geis.

Christie became involved with a group of scholars interested in

political behavior during the 1950’s. In particular, those in Christie’s work group were
interested in leaders o f extremist groups, especially political power holders, and their
personality characteristics.

The group developed a personality profile of the power

holder, described as a manipulator, who possessed the following characteristics: "(1) a
relative lack of affect in interpersonal relationships; (2) a lack o f concern with
conventional morality; (3) a lack of gross psychopathology; and (4) low ideological
commitment" (Christie and Geis 1970, p3~4).

Christie (1970) envisioned that those

successful in getting others to do what one wants them to do is enhanced by viewing
them as objects to be manipulated rather than people with whom one is empathetic. Once
empathy is felt, it becomes more difficult to use manipulation to get people to do what
they may not want to do.

Concerning morality, the viewpoint held is that whether

manipulators are amoral or immoral is irrelevant and manipulators tend to have a
utilitarian rather than a moral view o f their interactions with others. The manipulator is
a rationalist, who would be more likely to make errors in judging others if emotional
needs distorted his or her perceptions. Finally, manipulators focus on getting things done,
rather than having long-term idealistic goals (Christie and Geis 1970). Initial exploratory
research at the Center supported the groups’ hypotheses.
If one is to study political power, one must read classic works on the subject, to
include: Machiavelli’s The Prince and The Discourses. These books contain numerous
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statements that are logically and psychologically consistent with one another, as well as
with the concepts of other power theorists. These statements relating to political power
led to the initial development of the series o f Mach Scales (Chrisde and Geis 1970).
Christie and Geis (1970) reported the results of 38 experimental studies on
Machiavellianism. W hat one must remember is that trying to compare the later 20th
century with 16th century Italy is fraught with problems of comparability. Yet, the main
premises espoused by Machiavelli seem to retain face validity in today’s environment.
The primary difference between Machiavellians (high Machs) and low Machs is that high
Machs exhibit greater emotional detachment in contrast to low M achs’ need for approval.
High Machs have been found to be more persuasive with others, are less personally
persuaded, and win more than low Machs in situations where face to face interaction
occurs, where there is sufficient latitude for improvisation, and where affective
involvement irrelevant to winning distracts low Machs.

High Machs tend to assume a

leadership role in group settings and tend to initiate and control the structure o f the group
(Christie and Geis 1970).
In addition, the high M achs’ lack o f susceptibility to emotional involvement makes
them resistant to social pressure to conform, cooperate, or change their attitudes. This
indicates that contrary to the negative connotation of Machiavellians, they were no more
likely to lie or cheat in most experiments. The issue of the morality of low verses high
Machs seems to be rooted in Elizabethan interpretations of Machiavelli (Berlin 1981).
Illustrative of the confusion surrounding the moral superiority o f either high Machs
or low Machs is Christie and Geis’s (1970) finding that in low incentive situations low
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Machiavellians can be more easily pressured to cheat, while high Machs resist social
pressure.

In high incentive situations or where lack o f specific rules seem to justify

questionable moral behavior, high Machs are more willing to use duplicitous means to
achieve their objective.
There is no evidence to suggest that high Machs were hostile, vicious, or vindictive
compared to low Machs. High Machs were preferred as partners, chosen and identified
as leaders, judged as more persuasive, and seem to direct the tone and content o f the
interaction, and usually its results. These results are more characteristic of situations that
are unstructured and where the high Machs are intrinsically motivated by the situation.
In sum the researchers conclude that high Machs are rational game players, in contrast
to low Machs, and will exploit unstructured situations to achieve personal objectives
(Christie and Geis 1970).
M odem business researchers, among other disciplines, have studied Machiavellianism
and the relationship o f this personality trait within various aspects of business as follows:
management (Jay 1969), marketing (Hunt and Chonko 1984), and personal selling (Shultz
1993). Issues that have been investigated include the following: whether marketers are
more Machiavellian than other members o f the society (Hunt and Chonko 1981);
Machiavellianism and ethics (Geis and Moon 1981; Hegarty and Sims 1978, 1979;
Singhapakdi and Vitell 1991); Machiavellians and sales performance (Shultz 1993;
Tumbill 1976).
Several studies have investigated the relationship between Machiavellianism and
ethics. Hegarty and Sims (1978,1979) found that among graduate business students high
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Machs acted significantly less ethically than low Machs.

Rosenberg (1987) found,

contrary to Hegarty and Sims (1978), that non-Machiavellians were as likely as
Machiavellians to disregard ethics in order to achieve personal objectives. The scenario
in the Rosenberg (1987) study dealt with bribery o f foreign officials for preferential
treatment and incorporated other factors such as personal and/or organizational pressure
to achieve sales goals.

Singhapakdi and Vitell (1994) found a negative relationship

between Machiavellianism and ethical decisions. In addition, they determined that the
ethical culture of the business influenced decision-making. As predicted, the scenario
where the companies had a written and enforced code of ethics, considered highly
structured, had a greater impact on the behavior o f high Machs versus low Machs.
In response to criticism that marketers are manipulative and unethical or
"Machiavellian" in nature, Hunt and Chonko (1984) administered the Mach IV scale to
over 4000 marketing practitioners, with approximately 1000 usable surveys, belonging to
the American Marketing Association to determine whether marketers are more
Machiavellian than society as a whole. Student and educator members were excluded.
The results indicated that although the mean score (85.7) was slightly higher than the
national norm (84.5), which may be statistically significant, but is probably not practically
significant. Statistical significance could not be determined because in the adult norm
study used for comparison Christie and Geis (1970) did not report standard deviations.
Thus, while there have been methodological problems with studies, marketers do not
appear to be more Machiavellian than the general population.
Among the sample of marketers there were some differences in the level of
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Machiavellianism and personal traits. Women were more Machiavellian than men. This
is inconsistent with the findings o f most studies (Hunt and Chonko 1984). In general
marketers that are high in Machiavellianism tended to be younger, single and female.
When income was controlled for age, the seeming negative correlation between income
and Machiavellianism was probably spurious.
Machiavellianism was the single best predictor o f job satisfaction. High Machs were
less satisfied with their jobs in general and with marketing as a career. Machiavellianism
explained more variation in each of the seven measures of satisfaction than did income.
Consistent with past research, Machiavellianism was negatively correlated with age.
Finally, Machiavellians were not disproportionately located in any particular marketing
occupation, such as sales (Hunt and Chonko 1984).
Shultz (1993) studied Machiavellianism and success among stockbrokers and sales
representative for telephone systems. This study investigated the premise of Christie and
Geis (1970) that an unstructured environment favored the use o f manipulative tactics and
would enable high Machs to be more successful as measured by income and number of
customers maintained. Conversely, it was hypothesized that Machs in a highly structured
environment would not be able to use manipulation as a selling technique and would
therefore be less successful than their coworkers who were low Machiavellians.
Stockbrokers were considered to operate in a low structured environment and telephone
system sales representatives were considered to operate in a highly structured
environment. The results o f this study supported all research hypotheses (Shultz 1993).
It is apparent that research on Machiavellianism and marketing in general or sales
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success in particular is very limited.

Based on the research cited above, evaluating

Machiavellianism and success in other sales situations seems warranted. The issue of
morality and ethical considerations will continue to be debated and needs to be addressed
as well.

SELF-M O N ITO RIN G
Self-monitoring is a social psychological construct relating to the propensity one has
to regulate his/her self-presentation. It is a two-stage cognitive process. Initially, one
must perceive that his/her behavior is being monitored, and secondly, be motivated to
alter his/her behavior in order to present a desirable self-image (Snyder 1974).

At one

end of the spectrum there is the high self-monitor who, "out of a concern for the
situational and interpersonal appropriateness of his or her social behavior, is particularly
sensitive to the expression and self-presentation of others" (Snyder 1979, p. 89). High
self-monitoring individuals have a desire to consciously construe a stable and predictable
social world (Snyder 1979), and are especially attentive to situational cues to guide their
behavior (Snyder 1979).

By contrast, low self-monitors are less vigilant to social

information about socially correct self-presentation, consider their behavior guided
internally (Snyder 1979) and enduring personal attributes (Sampson 1978).
The construct of self-monitoring is o f significant importance in the study of human
communication (Lindsey and Greene 1987). High self-monitors (HSM) are accomplished
at adapting their behavior and communication to meet the needs of the particular situation
whereas low self-monitors (LSM) are not. HSM individuals are adept at learning new
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social behaviors, at controlling emotional expressions, and impression management (Ickes
and Barnes 1977; Snyder 1979). They (HSM) have also demonstrated the ability to
exploit their impression management skills in the art o f deception (Krauss, Geller, and
Olson 1976). Snyder (1979) proposes that HSM individuals use an extensive variety of
behaviors consistent with the situationally appropriate self-presentation. Thus, it would
seem that HSMs would be more effective sales performers than LSMs.
In a sales context, self-monitoring is a recent topic o f interest with inconsistent
results.

Caldwell and O ’Reilly (1982) found a positive relationship between self-

monitoring (HSM) and performance. In contrast, Dubinsky and Hartley (1986) failed to
find significant path coefficients between self-monitoring and performance in an elaborate
causal model of sales performance. Conceptually, there were limitations of these two
studies. Both studies operationalized self-monitoring as unidimensional using Snyder’s
1974 scale, which is of questionable validity. Spiro and W eitz (1990) operationalized
self-monitoring as a multistage process and found a positive correlation between self
monitoring and salesperson adaptability. In addition, they found a significant relationship
between the consequent self monitoring process, "modify self-presentation," and subjective
measures of success. Their finding, however, failed to reveal a significant relationship
with more objective measures o f performance.

No significant relationship with

performance was found with the initial process, "sensitivity to others."
Fine and Gardial (1990) suggest that self-monitoring may act as a moderating
variable between the perceived similarity o f the buyer by the seller, which functions as
a facilitator o f inference generation. More positive inferences are generated when the
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customer is perceived as similar, which influences the salesperson to make a greater effort
to develop a relationship with the customer. Fine and Gardial (1990) suggest that HSM
will perform better in situations where adaptability is required, such as missionary sales
in a high tech environment.
In a recent study, Goolsby, Lagace, and Boorom (1992) found results similar to those
observed by Spiro and Weitz (1990). Specifically, there was no relationship between
sensitivity to the expressive behavior of others, however, there was significant positive
relationship between ability to modify self-presentation and "sales objectives". Sensitivity
was significantly related positively to "sales interactions, " whereas "modify" was not.
These results suggest that the ability to modify behavior is only associated with the
perceived ability to meet sales objectives, while sensitivity to the expressive behavior of
others affects perceived performance in sales interactions. Neither factor is significant
in predicting overall performance. Performance measures were subjective evaluations by
the sales representatives comparing themselves with an average salesperson replicating
Behrman and Perrault’s (1984) methodology. Viewing self-monitoring as a two-stage
process coupled with the results of the Goolsby, Lagace, and Boorom (1992) may shed
light on the inconsistent results reported in previous research.
In comparing high self-monitors with Machiavellians it seems that the motivation to
alter behavior is different. Self-monitors alter their behavior because o f a desire to be
accepted, whereas Machiavellians alter their behavior to achieve their objectives, which,
in a selling context, would mean to obtain the sale. Assuming the Machiavellian was
motivated to "sell", and the self-monitor was motivated to "be accepted," one would
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assume there would be a stronger relationship between Machiavellianism and performance
than self-monitoring and performance, although both would be expected to be related
positively to performance.

CO NCLUSION
Having reviewed the literature on sales performance and various factors that are
considered to relate to performance, this chapter has presented several interesting research
possibilities for investigation. An improved understanding o f the relationship between
adaptiveness, self-monitoring, and Machiavellianism to sales performance would be
beneficial to academics and practitioners alike. The specific research hypotheses which
address this topic and the research design for this study are presented in Chapter HI.

76

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

CH APTER III

R ESEA R CH DESIGN AND M ETH O D O LO G Y
IN TRO D U CTIO N
This study proposes to examine Machiavellianism, self-monitoring, and adaptiveness
and the relationship of these constructs to the performance of real estate sales
professionals. The dependent variable is income from real estate sales for 1992 and for
1993. The focus o f this study was multifaceted and addressed the following relationships:
(1) self-monitoring and sales performance; (2) Machiavellianism and sales performance;
(3) adaptiveness and sales performance; and (4) the interrelationships among the different
constructs.

Hypotheses dealing with these relationships are presented below.

Investigation of the relationships involved the use o f the Mach IV Scale Version One
(Christie and Geis 1970) as a measure of Machiavellianism, Snyder and Gangestad’s
(1986) Self-Monitoring Scale, and the ADAPTS Scale (Spiro and Weitz 1990) as a
measure of adaptiveness.

STA TEM EN T O F T H E HYPO TH ESES
Sales managers have attempted to use many tools to aid in the selection o f sales
personnel, and academicians have conducted a considerable amount of research to
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determine characteristics predictive of success. A result of poor performance is increased
employee turnover (Johnston, Futrell, Parasuraman, and Sager 1988). This inability to
identify those people who will be successful costs industry billions of dollars for improper
selection and training o f salespeople, as well as the opportunity cost o f lost sales, and
decreased goodwill among customers (Weitz 1981). Unfortunately, the ability to predict
successful sales performance has been less than optimal.
Several reasons for the inconsistent and disappointing results have been suggested,
including: (1) heterogeneous study populations (Bartkus, Peterson, and Bellenger 1989;
Churchill, Ford, Hartley, and Walker 1985; Johnston and Cooper 1981; Kohli 1989;
McMurry 1961; M oncrief 1986b, 1988; Weeks, Chonko, and Kahle 1989; Weilbaker
1990), (2) the influence o f moderator variables, such as product type, customer type or
type of dependent measure used, (3) improper selection criteria or incorrectly identifying
antecedents of superior performance, and (4) the possibility that invalid instruments have
been used (Churchill et al. 1985). Thus, it appears necessary to account for limitations
of previous studies in this current research.
Churchill et al. (1985) suggest that multiple factors influence sales performance.
Therefore, a multidimensional model of sales performance, based upon theory and prior
research, was presented in Figure 1 (see Chapter I).

The model includes personal

characteristics, including Machiavellianism, self-monitoring, adaptiveness, and managerial
influences on performance, such as training, rewards/compensation, and motivation.
With any multidimensional model the possibility o f interactive effects exists, thus
complicating the measurement issue. Additionally, with any model involving multiple

78

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

constructs, it is extremely difficult to test the model in its entirety.
phrase is "salesmen are bom, not made,"

An often quoted

which suggests that certain personal

characteristics differentiate those who can sell from those who cannot. This research
focused on some of these characteristics that theory and/or prior research have suggested
relate to successful sales performance. The current study investigated one portion of the
proposed model; that is, the relationships between Machiavellianism and sales
performance, self-monitoring and sales performance, and adaptiveness and performance,
as well as the relationships among the various scales. Performance, in the context o f this
research study, was measured as income obtained from real estate sales. In addition,
several other performance factors were included to better understand the multidimensional
nature of performance and possible influences on it. Therefore, the following general
research hypothesis was presented: Certain personality traits are related to success in
sales positions. These characteristics are industry specific.
From this general hypothesis, several specific research hypotheses were posited.
Based on the review of the literature, a less structured environment, such as that in which
real estate agents function (Bartkus, Peterson, and Bellenger 1989), favors the use of
Machiavellian tactics (Shultz 1993). Therefore the following specific research hypothesis
was generated:

H,:

Machiavellianism, as measured by the Mach IV Scale is
related positively to sales performance among real estate
sales agents.

The next research hypothesis to be tested related to the concept of self-monitoring.
Individuals who are high self-monitors consciously adapt to their social environment by
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responding in a manner consistent with expectations o f how the other party expects them
to respond (Snyder 1974). High self monitors are more attentive to social cues, adapt
their behaviors more readily to the situation, and are less likely to employ internal beliefs
as behavioral guidelines than low self monitors (Dubinsky and Hartley 1986). This type
of behavior is consistent with the concept o f relationship building and adaptive selling and
its positive effects on performance (Dubinsky and Hartley 1986; Spiro and Weitz 1990;
Goolsby, Lagace, and Boorom 1992). Therefore, the following research hypothesis was
developed:

H2:

Self-monitoring, as measured by the Self-Monitoring
Scale, is related positively to sales performance among
real estate sales agents.

Current research in sales management suggests that adaptiveness is related positively
to performance (Dubinsky and Hartley 1986; Spiro and Weitz 1990; Goolsby, Lagace, and
Boorom 1992). The ADAPTS Scale (Spiro and Weitz 1990) was developed to measure
adaptive behavior in a sales setting. Therefore, the following research hypothesis was
presented:

H3:

Adaptiveness, as measured by the ADAPTS Scale, is
related positively to sales performance among real
estate sales agents.

Based on the hypotheses presented above, the following research hypothesis
regarding the inter-correlations among the various scales was generated:

H4:

Machiavellianism (MACH IV), self-monitoring (SelfMonitoring Scale), and adaptiveness (ADAPTS) are
correlated positively among themselves.

This study examined the relationship between the Machiavellianism, self-monitoring,
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and adaptiveness and sales.

Interpretation of the results should help clarify these

relationships and are discussed in Chapter IV.

SELE C TIO N O F M EASURES
As suggested, one possible reason for the disappointing results o f prior studies that
were designed to correlate sales performance with personality characteristics might be a
result of poor choice o f survey instruments.

Investigators attempt to measure the

existence o f a construct, such as self-monitoring, from the respondent’s scale score.
Bagozzi (1984) cautions that the measure (scale score) is not the same as the theoretical
construct, but that one infers the existence of the construct based on the scale score.
Others have echoed Bagozzi’s sentiments (Buzzell 1964; Howard and Sheth 1969). Thus,
validity and reliability are extremely important in selecting a particular scale that attempts
to identify accurately those individuals with the characteristic under investigation. These
factors were considered carefully in choosing the scales for this study and are discussed
below. The survey instrument consisted o f the combined Mach IV Scale Version One (20
items), the Snyder Self-Monitoring Scale (18 items), and the ADAPTS (Spiro and Weitz
1990) Scale (16 items).

V A LID ITY AND R EL IA B ILIT Y ASSESSM ENT
In scale construction, the concept o f reliability is quite important.

Reliability

concerns precision o f measurement or reduction o f random error. In other words, if a
scale is reliable, one expects similar results over time or with different groups of subjects.
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One component of reliability is internal consistency. In order to be an effective
reflection o f a construct under study, the scale used to measure the construct should have
a reasonable degree of internal consistency. That is, the items should tend to measure
something in common.
Two general methods can be used to estimate reliability on the basis of internal
consistency. The subdivided test method is one approach. The most common procedure
is called "split half method," which requires a scale to be subdivided into two groups of
questions. A correlational analysis o f the two halves o f the same scale is performed to
obtain an estimate of the scale reliability (Nunnally 1970).

The second, and more

common, method obtains an estimate o f reliability on the basis of internal consistency by
correlating alternative forms o f a scale.

Methods based on performing correlational

analyses on all possible alternative forms o f a scale are considered superior to the
subdivided-test method because there are so many ways of subdividing a test, which
increases the subjectivity o f the split-half method.

The methods based on item

correlations essentially estimate the average o f the reliability coefficients that would be
obtained from correlational analyses on all possible ways of subdividing a test. The most
generally useful measure of internal consistency, which uses the second approach, is
called coefficient alpha, or Cronbach’s Alpha (Nunnally 1978). Churchill (1979) suggests
that for exploratory research, coefficient Alphas o f .60 are desirable, while Nunnally
(1978) established .70 as the benchmark. Thus, a low coefficient Alpha indicates that the
scale items were not measuring the same construct and large coefficient Alphas suggest
that the scale items were measuring the same construct.
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In order to assess the reliability of the scales used, coefficient Alphas (Cronbach
1951) were calculated for the three scales after the data were corrected for reverse scored
items. These results then were compared with those reported by the scales’ developers
and/or results o f other researchers and are discussed in Chapter IV.
Validity is also crucial for scale construction.

Validity suggests that the scale

measures what it is intended to measure.

Both validity and reliability are important

concepts for effective scale construction.

Reliability is a necessary, but insufficient

condition for validity. In other words, a reliable scale may not be valid, but a valid scale
must be reliable (Nunnally 1970). Both validity and reliability were considered in scale
selection.

M achiavellianism
Researchers who have extensively studied the Machiavellian personality include
Christie and Geis.

Christie became involved with a group o f scholars interested in

political behavior during the 1950’s. In particular, those in Christie’s work group were
interested in leaders o f extremist groups (political power holders) and their personality
characteristics.

The group developed a personality profile of the power holders,

describing them manipulators, who possessed the following characteristics: "(1) a relative
lack of affect in interpersonal relationships; (2) a lack of concern with conventional
morality; (3) a lack of gross psychopathology; and (4) low ideological commitment"
(Christie 1970a, p. 3-4). Christie (1970) hypothesized that by viewing other people as
objects to be manipulated rather than empathized with, one would be more successful in
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having others behave as desired. Once empathy is felt, it becomes more difficult to use
manipulation to get people to do what they may not want to do. Concerning morality,
the viewpoint suggested is that whether a manipulator is moral, amoral, or immoral is
irrelevant since a manipulator tends to have a utilitarian rather than a moral view of
interactions with others. The manipulator is a rationalist, who is more likely to make
errors in judging others if emotional needs distort his or her perceptions.

Finally, a

manipulator focuses on getting things done, rather than having long-term idealistic goals
(Christie 1970a).

Initial exploratory research at the Center supported the group’s

hypotheses as stated above.
If one is to study political power, one must read classic works on the subject, to
include Machiavelli’s The Prince and The Discourses. These books contain numerous
statements that are logically and psychologically consistent with one another, as well as
with the concepts of other power theorists. These statements relating to political power
led to the initial development o f the series o f Mach Scales (Christie 1970a).
A pool of 71 items that were believed to be theoretically consistent with the works
of Machiavelli were developed, with some written in reverse form to address the issue of
response set bias as discussed by Cronbach (1946, 1951). The items were placed in a five
point Likert format ranging from strong disagreement to strong agreement.

When

agreement means acceptance of the statements worded in the Machiavellian direction, the
scoring is from one for strong disagreement to five for strong agreement. For items
worded in a non-Machiavellian manner the scoring is from one for strong agreement to
five for strong disagreement.

Thus, the higher the total scale score, the greater the
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agreement with the Machiavellian philosophy.

This scale was dubbed Mach II (see

Figure 2) while the original items, before editing, were referred to as Mach I.
Prior to administering the Mach II Scale, the items were placed in one o f three
categories: (1) the nature o f a person’s interpersonal tactics; (2) abstract or generalized
morality; and (3) views o f human nature. Fifty o f the seventy-one items in the Mach II
scale discriminated between high and low scorers at the .05 level in the three student
populations that participated in the study (Christie 1970a). These results suggested the
existence o f a reasonable degree of internal consistency in Machiavelli’s writings. In
general, statements worded in the Machiavellian direction were more discriminating than
the reverse statements. This version o f the scale with fifty items was labeled Mach III.
In order to administer the scale for research purposes Christie and Geis (1970)
deemed it desirable to reduce the length o f the scale while maintaining adequate
discrimination. This change allows for the administration o f the scale in a reasonable
amount o f time, thus encouraging greater participation. Ten items in the Machiavellian
direction and ten in the opposite direction were chosen to alleviate the problem of
response bias. Items reflective o f the three dimensions o f Machiavellianism and those
with good discriminatory power were selected for this version labeled Mach IV (see
Figure 3). The mean item-whole correlation o f the twenty items was .38. Partitioning
the scale into the subscales, the item-whole correlations were as follows: .41 for the nine
items dealing with Tactics, .35 for the nine items dealing with Views on Human Nature,
and .38 for the two items dealing with abstract morality. The mean part-whole correlation
for items worded in the Machiavellian way was .38, while the reverse worded items had
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FIGURE 2
THE MACH n SCALE

Tactics +
Views +
Tactics Tactics +
Views Morality Tactics +
Views +
Tactics Views Tactics +
Morality -

Views Tactics Views +
Tactics +
Views Tactics +
Views Views +
Views +
Tactics +
Views Morality -

1.) A white lie is often a good thing.*
2.) Generally speaking, most people do not truly believe in anything
new until they have experienced it.
3.) If one is morally right, compromise is out o f the question.*
4.) There is no point in keeping a promise if it is to your advantage to
break it.*
5.) Any normal person will stand up for what he thinks is right even if
it costs him his job.*
6.) No one has a right to take his own life.*
7.) Every time one problem is avoided another arises.*
8.) Nature has so created men that they desire everything but are
unable to attain it.*
9.) Once a way of handling problems has been worked out it is best to
stick with it.
10.) M ost men like to tackle new and difficult problems.*
11.) Anyone who completely trusts anyone else is asking for trouble.*
12.) There is too much o f an emphasis upon practical subjects in our
schools and not enough attention is paid to the moral teachings of
great historical figures.*
13.) If people could understand one another’s position, there would be
no good reason for human problems.
14.) It is best not to let people think that you like them when you really
can’t stand them.
15.) It is easy to persuade people but it is hard to keep them persuaded.
16.) If there is any chance that a recommendation might backfire, be
very cautious in recommending anyone.
17.) You really can’t tell much about a man by the company he keeps.
18.) It is a good policy to act as if you are doing the things you do
because you have no other choice.
19.) M ost people who get ahead in the world lead clean moral lives.*
20.) Some o f the best people have some o f the worst vices.*
21.) It is safest to assume that all people have a vicious streak and it
will come out when they are given a chance.*
22.) It is foolish to take a big risk unless you are willing to go to the
limit.*
23.) The power of one man over another is rarely the result o f trickery
or force.*
24.) The world would be in much better shape than it is if people acted
upon basic ethical principles.
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Tactics Tactics +

Tactics +
Views +
Tactics +
Views +
Morality +
Views Tactics Views +
Views +
Views +
Tactics Morality +
Views Tactics Views +
Tactics +
Morality +
Views Tactics +
Views +
Tactics Views Morality Tactics _
Views -

25.) One should take action only when sure it is morally right.*
26.) The best way for people to settle an argument is for people to
forget their differences o f opinion as to what is right and wrong
and to compromise on the basis o f facts.*
27.) Humility not only is of no service but is actually harmful.*
28.) Generally speaking, men won’t work hard unless they’re forced to
do so.*
29.) It is wise to flatter important people.*
30.) It is hard to get ahead without cutting comers here and there.*
31.) People suffering from incurable diseases should have the choice of
being put painlessly to death.*
32.) Even the most hardened and vicious criminal has a spark o f
decency somewhere within him.
33.) Once a decision has been made,it is best to keep changing it as
new circumstances arise.
34.) Most people don’t know what is best for them.*
35.) Never trust anyone who has a grudge against you.*
36.) One who deceives will always find those who allow themselves to
be deceived.*
37.) It is best to give others the impression that you can change you
mind easily.
38.) History teaches no moral lessons; evil and good have always been
present.*
39.) M ost men will fight back when insulted.
40.) Generally speaking, it is best to say what you think even if it
bothers others.
41.) When you come right down to it, it’s human nature never to do
anything without an eye on one’s own advantage.*
42.) It is better to compromise with existing evils than to go out on a limb
in attacking them.*
43.) A good government should keep people peaceful and obedient.
44.) M ost men are brave.*
45.) The best way to handle people is to tell them what they want to
hear.*
46.) The biggest difference between most criminals and other people is
that criminals are stupid enough to get caught.*
47.) Honesty is the best policy in all cases.*
48.) Men are quicker to praise than they are to blame.*
49.) It is better that a hundred criminals go free than one innocent man
should be unjustly punished.
50.) It is easier to take advantage of someone you love than someone
you fear.*
51.) Bamum was very wrong when he said that there’s a sucker bom
every minute.*
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52.) It is safer to be feared than to be loved.*
53.) Most people are basically good and kind.*
54.) Friends should be chosen with an eye toward what they might be
able to do for you.*
55.) Deceit in the carrying on o f war is praiseworthy and honorable.*
56.) The great majority of men are more satisfied with what seems true
than with the truth.*
57.) If a friend asks for advice, it is smart to think about what will
happen if your advice backfires.*
58.) Men resent an injury at the hands o f others more than one that is
self-inflicted.
59.) When you ask someone to do something for you, it is best to give
the real reasons for wanting it rather than giving reasons which might
carry more weight.*
60.) It is possible to be good in all respects.*
61.) It is not a good idea to bring pressure upon people if you want
them to do something.*
62.) The most important thing in life is winning.
63.) Most men forget more easily the death o f their father than the loss
o f their property.*
64.) One should upset as few people as possible while making
decisions.
65.) It is a good working policy to keep on good terms with everyone.
66.) Just about anything one does can be justified after it is done.*
67.) Never tell anyone the real reason you did something unless it is
useful to do so.*
68.) There is no excuse for lying to someone else.*
69.) The most important thing in history is who won and not how the
winning came about.
70.) All in all, it is better to be humble and honest than to be important
and dishonest.*
71.) Most people are more concerned with making a good living than
with satisfying their conscience.*

* The 50 items which discriminated at the .05 level
Richard Christie and Florence L. Geis (1970), Studies in Machiavellianism, New York,
NY: Academic Press.
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FIGURE 3
THE MACH IV SCALE
TACTICS
The best way to handle people is to tell them what they want to hear.
When you ask someone to do something for you, it is best to give the real reasons for
wanting it, rather than giving reasons which might carry more weight.*
Anyone who completely trusts anyone else is asking for trouble.
Honesty is the best policy in all cases.*
Never tell anyone the real reason you did something unless it is useful to do so.
One should take action only when sure it is morally right.*
It is wise to flatter important people.
It is possible to be good in all respects.*
There is no excuse for lying to someone else.*
VIEWS
It is hard to get ahead without cutting comers here and there.
It is safest to assume that all people have a vicious streak, and it will come out when
they are given a chance.
Bamum was very wrong when he said there’s a sucker bom every minute.*
Most people are basically good in all respects.*
Most men forget more easily the death of their father than the loss o f their property.
Most people who get ahead in the world lead clean, moral lives.*
Generally speaking, men won’t work hard unless they’re forced to do so.
The biggest difference between most criminals and other people is that criminals are
stupid enough to get caught.
Most men are brave.*
MORALITY
All in all, it is better to be humble and honest than important and dishonest.*
People suffering from incurable diseases should have the choice o f being put
painlessly to death.

* Reverse scored items

Richard Christie and Florence L. Geis (1970), Studies in Machiavellianism, New York,
NY: Academic Press.
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a part-whole correlation o f .37, indicating the scale was counterbalanced for response set
bias. The first nine sample tests on Mach IV had a mean split-half reliability of .79
suggesting a high degree o f internal consistency (Christie 1970). This result is in contrast
to reliabilities for the Mach V Scale in the range o f .60 to .70 (Robinson, Shaver, and
Wrightsman 1991).
The Mach IV Scale is considered to be a reliable and valid scale.

Convergent

validity is demonstrated by the large negative correlation (r values in the -.70 to -.80)
with the Trustworthiness subscale o f the Philosophies of Human Nature Scale and is
considered a highly reliable scale based on reported average coefficient Alphas of .79
(Robinson, Shaver, and Wrightsman 1991). The discriminant validity of the Mach IV
scale is demonstrated by the absence o f significant correlations with measures of
education and intelligence (Christie 1970b).

Regarding divergent validity, the scale

developers performed a factor analysis of Mach items, F scale (authoritarianism) items,
and anomie items which produced a four factor solution: one Mach factor, one F factor,
one factor combining Mach and F, and one factor combining Mach and anomie
(Robinson, Shaver, and Wrightsman 1991).
To simplify interpretation o f the Mach IV scale, a constant o f 20 is added to the raw
score, so that the theoretical neutral point is 100. The maximum score on the Mach IV
scale is 160 and the minimum score is 40. If fewer than the total 20 items are answered,
the score is prorated so that the minimum score will still be 40.
Edwards (1957) discusses the problem of respondents answering personality and
attitude survey questions in a socially desirable manner.

To address this issue, the
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Edwards’ Social Desirability Scale was developed. The correlation between Edwards’ SD
scale and Mach IV was -.35 and -.45 in two samples o f medical students conducted by
Gee (Christie 1970a). Budner (1962) found a correlation in the neighborhood o f -.35 for
male college students, while female students showed a correlation of -.75. The latter
correlation approximates the reliability o f Mach IV, which suggests that the females in
this group were answering Mach IV exclusively in a socially desirable manner (Christie
1970a).
Mach V was developed to address the issue o f social desirability by using a forced
choice format. The twenty items from M ach IV were used and each was matched with
two statements that were unrelated to Machiavellianism. One o f these matched items is
socially neutral and the other item is matched in rated social desirability with the
Machiavellian item. Respondents are asked to choose one statement out of three choices
that is most like themselves and the statement that is least like them. The advantage of
this format is that it makes it more difficult for the average respondent to determine the
socially "correct" answer, therefore reduces the social desirability bias.

One o f the

disadvantages of Mach V is its length.
Zook (1985) states that M ach IV should be used rather than M ach V in
Machiavellian research for three reasons: (1) correlation coefficients with social
desirability are lower; (2) reliability is better with Mach IV; and (3) the Mach IV permits
the use o f parametric statistics in analyses. Thus, the Mach IV scale was used for this
research.
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Self-Monitoring
Self-monitoring is based on social learning, role performance, and impression
management theories. It concerns an individual’s predisposition to control impressions
that others form about him or her during social interactions (Snyder 1979). Research
findings suggest that self-monitoring is a two-stage cognitive process.

Initially, the

individual must perceive situational cues that indicate that his/her behavior is being
monitored. Then, if the individual is motivated to exhibit "appropriate behavior," a high
self-monitor will consciously alter his/her behavior to present the desired self-image
(Snyder 1974). By contrast, a low self-monitor either doesn’t perceive situational cues
or does not wish to control his/her self-presentation. Thus, high self-monitors have a
desire to be perceived favorably and are able to adapt their behavior in interpersonal
relationships in a manner they deem appropriate to obtain the desired impression. In a
sales context, self-monitoring has been found to be positively related to sales performance
(Caldwell and O ’Reilly 1982; Spiro and Weitz 1990; Goolsby, Lagace and Boorom 1992)
The Self-Monitoring Scale developed by Snyder (1979) and modified by Snyder and
Gangestad (1986) was used to measure the self-monitoring construct (see Figure 4).
Snyder and Gangestad report (1986) a coefficient alpha of 0.70 for the modified scale.
The modified scale, containing eighteen items was developed to address validity issues
which arose in the use of Snyder’s (1979) scale, thus the Snyder and Gangestad (1986)
scale appears to be the most reliable and valid scale available.
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FIGURE 4
THE SELF-MONITORING SCALE

I find it hard to imitate the behavior of other people.*
At parties and social gatherings, I do not attempt to do or say things that others will like.*
I can only argue for ideas which I already believe.*
I can make impromptu speeches even on topics about which I have almost no
information.
I guess I put on a show to impress or entertain others.
I would probably make a good actor.
In a group o f people I am rarely the center o f attention.*
In different situations and with different people, I often act like very different persons.
I am not particularly good at making other people like me.*
I’m not always the person I appear to be.
I would not change my opinions (or the way I do things) in order to please someone or
win their favor.*
I have considered being an entertainer.
I have never been good at games like charades or improvisational acting.*
I have trouble changing my behavior to suit different people and different situations.*
At a party I let others keep the jokes and stories going.*
I feel a bit awkward in public and do not show up quite as well as I should.*
I can look anyone in the eye and tell a lie with a straight face (if for a right end).
I may deceive people by being friendly when I really dislike them.

*Reverse scored items

Mark Snyder and Steve Gangestad (1986), "On the Nature o f Self-Monitoring: Matters
of Assessment, Matters o f Validity," Journal o f Personality and Social Psychology, 51
(1), 125-139.
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Adaptiveness
The ADAPTS scale (Spiro and Weitz 1990) was used in this dissertation to measure
adaptiveness in selling situations (see Figure 5). The scale was developed from a pool
of 42 items that were generated to assess six aspects o f adaptive selling as identified by
Spiro and Weitz (1990), namely:
1.)

A recognition that different selling approaches are needed in
different sales situations.

2.)

Confidence in the ability to use a variety o f different sales
approaches.

3.)

Confidence in the ability to alter the sales approach during a
customer interaction.

4.)

A knowledge structure that facilitates the recognition o f different
sales situations and access to sales strategies appropriate for each
situation.

5.)

The collection o f information about the sales situation to facilitate
adaptation.

6.)

The actual use o f different approaches in different situations (1990,
p. 62).

A questionnaire consisting o f these 42 items was administered to salespeople from
a national manufacturer o f diagnostic equipment and supplies. The items were subjected
to factor analysis for which commonalities were estimated. The factor loadings were not
as anticipated from the six facets of adaptive selling as listed above. However, items
representing five o f the six facets loaded highly on the first component with an eigenvalue
of 7.24. The remaining four components had eigenvalues o f 2.36, 1.91, 1.27, and 1.07.
Given the break in the eigenvalues, Spiro and Weitz decided to develop one scale
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FIGURES
THE ADAPTS SCALE

Each customer requires a unique approach.
When I feel that my sales approach is not working, I can easily change to another
approach.
I like to experiment with different sales approaches.
I am very flexible in the selling approach I use.
I feel that most buyers can be dealt with in pretty much the same manner.*
I don’t change my approach from one customer to another.*
I can easily use a wide variety of selling approaches.
I use a set sales approach.*
It is easy for me to modify my sales presentation if the situation calls for it.
Basically I use the same approach with most customers.*
I am very sensitive to the needs o f my customers.
I find it difficult to adapt my presentation style to certain buyers.*
I vary my sales style from situation to situation.
I try to understand how one customer differs from another.
I feel confident that I can effectively change my planned presentation when necessary.
I treat all o f my buyers pretty much the same.*

* Reverse scored items
Spiro, Rosann L. and Barton A. W eitz (1990), "Adaptive Selling: Conceptualization,
Measurement, and Nomological Validity," Journal o f Marketing Research, 27 (February),
61-69.
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incorporating all o f the facets rather than separate scales for each aspect o f adaptive
selling.
An item-reduction procedure was followed to produce a scale with:
(1) highly inter-correlated items, (2) items representing all conceptualized
aspects of adaptive selling, (3) items loading highly on the first principal
component, (4) a scale mean as close as possible to the scale midpoint
(4.0), (5) a high standard deviation, (6) a minimum number o f items, and
(7) high reliability (Spiro and W eitz 1990, p. 65).
The researchers comment that a limitation o f this method is that items loading highly
on the first principal component may reflect a degree o f common method variance
resulting from a correlation between mean item response and item standard deviation.
However, this possible source o f common method variance exists in scale development
for which high reliability is an objective. Since reliability o f the scale was considered
most important, the developers o f the scale were willing to accept some degree of
common method variance (Spiro and W eitz 1990).
The final scale consists of 16 items with at least two items from five o f the six
previously discussed aspects of adaptive selling as identified by Spiro and W eitz (1990).
Items relating to the fourth aspect, knowledge structure, were not included because those
items were found to be unrelated to the 16 items forming the final scale. The mean
response in the previously mentioned sample o f sales representatives was 5.51 with a
standard deviation o f .66 and a Cronbach alpha o f .85. The multidimensionality of the
ADAPTS scale was demonstrated by confirmatory factor analysis. The ADAPTS scale
is the only scale available to assess the practice o f adaptive selling by sales
representatives. This fact, plus the evidence o f reliability demonstrated by a Cronbach
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Alpha of .85, supports its use in this research.
Thus, the survey for this dissertation (see Appendix A) contained the MACH IV
Scale (20 items), the Self-Monitoring Scale (18 items), the ADAPTS Scale (16 items),
plus other items as follows: number o f years in real estate, number o f years with current
firm, full-time or part-time employment, whether real estate income is primary or
secondary, new home sales or resales, number o f agents in respondent’s firm, income
from real estate for 1992 and 1993, membership in the Million Dollar Sales Club for
1993, prior years membership in the Million Dollar Sales Club, number o f transaction
sides for 1992 and 1993 (number o f houses listed plus the number o f houses sold), total
sales volume o f houses listed or sold for 1992 and 1993, and achievement o f various
continuing education designations given by the Graduate REALTORS Institute (GRI),
Certified Residential Specialist (CRS), and attainment o f a broker’s license.

SAMPLE DESIGN
The Study Population
In order to determine whether the relationships posited by the above hypotheses are
supported, a random sample of residential real estate agents was selected. To provide a
higher response rate than a mail survey, a drop-off, pick-up methodology was employed.
In particular, agency members o f the Tidewater Association o f Realtors (TAR) were
randomly selected, using a stratified sample based on agency size. A local demographic
profile o f agencies or agents was not available, therefore it was determined that
stratification o f the sample by agency size, the only information available to the
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researcher, provided the best assurance o f the representativeness o f the sample. Within
each agency all agents were requested to participate in the study; thus the sample is a
random stratified cluster sample. The Board o f Directors for the Tidewater Association
of Realtors agreed to assist in the collection o f data for this research, in return for a
summary report o f the findings. Specifically, an announcement was placed in the TAR’s
monthly newsletter (see Appendix B) which described the study and encouraged members
to participate. In addition, a pre-notification letter was sent to all participating brokers
(see Appendix C). Names and telephone numbers o f agency owners and managers also
were provided.

Questionnaire Design
A pre-test of the survey was conducted with several agencies that did not participate
in the data collection phase of this study to determine whether any clarification or
modification of terminology or instructions was necessary. Based on input from these
agencies, several revisions o f the survey were completed before the survey was finalized.
One change was made because of a strong response by the TAR executives to the
way the Mach Scale was originally scored (negative to positive) and the feeling that some
questions might be offensive. They were concerned that people might refuse to complete
the questionnaire. In order to address their concerns and obtain the association’s support
of this research, the Mach Scale scoring was changed from a -3 to +3 scale to a 1 to 6
scale and the Mach Scale items were interspersed with Self-Monitoring Scale items.
These changes met with the approval o f the TAR executives as well as the dissertation
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committee resulting in the final survey which is presented in Appendix A.
Instructions for completing the survey were attached in writing to each survey, along
with an envelope for the participant to enclose his or her completed survey to protect each
respondent’s anonymity.

To encourage participation, respondents were requested to

complete an index card with their name, agency, and phone number, that was attached to
each survey. These cards were collected by the managing broker and later used for cash
prize drawings totaling $500.00 sponsored by the researcher. Initial contact with member
agencies during survey pretesting indicated that the above methodology would provide
the most unbiased responses as well as the highest response rate.

Sample Criteria
A target sample size o f 300 was established. Because the research hypotheses were
tested using correlational analysis, the sample size was selected according to a statistical
power approach. This method is appropriate when the significance of a product moment
correlation is desired (Cohen 1988).

The significance level o f a test refers to the

probability o f rejecting a hypothesis when it is true (a type I error) whereas the power o f
a test refers to the probability o f rejecting a hypothesis if it is false (avoiding a type II
error).

Thus, power is the reverse o f significance.

It is desirable to have a low

significance level and high power (see Table 1). Sample size is determined by selecting
the desired level o f significance, the minimum value o f the correlation to be detected, and
the desired power. The rationale for these levels is discussed below.
A significance level o f .05 was chosen, assuming a one-tailed test, because the
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TABLE 1

SAMPLE SIZE TABLE

alpha = .05

Power

.10

.20

.30

.40

.50

.60

.70

.80

.90

.25

97

24

12

8

6

4

4

3

3

.50

272

69

30

17

11

8

6

5

4

.60

361

91

40

22

14

10

7

5

4

.70

470

117

52

28

18

12

8

6

4

.75

537

134

59

32

20

13

9

7

5

.80

617

153

68

37

22

15

10

7

5

.85

717

178

78

43

26

17

12

8

6

.90

854

211

92

50

31

20

13

9

6

.95

1078

266

116

63

39

25

16

11

7

.99

1570

387

168

91

55

35

23

15

10

Jacob Cohen (1988), Statistical Power Analysis fo r the Behavioral
Sciences, Second Edition, New York: Academic Press, p. 101.
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direction o f the relationships investigated was indicated by the hypotheses. Since many
studies have failed to find significant relationships between personality traits or personal
characteristics and performance and this research was somewhat exploratory in nature, it
was determined that detecting correlations as low as .20 was desirable. This is supported
by Cohen (1988) who states that frequently relationships pursued in behavioral sciences
are of this magnitude. He further explains that, while there may be strong hypothetical
relationships among theoretical constructs (such as Machiavellianism and performance),
"noise" in the form o f measurement unreliability may interfere with the attempt to
operationalize these relationships. Finally, although a power o f 80 is conventional (Cohen
1988, p. 100) for exploratory research, a power o f 95 was chosen.

Based on these

criteria, the table indicates that a sample size o f 266 was appropriate. To compensate for
the possible effects o f unusable surveys, the target sample was rounded up to 300.

Success Criteria
The dependent variable and principal criterion for success was annual income from
real estate sales for each o f the previous two years). In addition, information regarding
the number o f houses listed, the number o f houses sold for the previous two calendar
years, and the total volume of sales transactions was obtained via self-report.

The

rationale for using self-reported performance measures rather than requesting cooperation
from each agency in providing the information was as follows: (1) small agencies might
be reluctant to provide the information because o f concern regarding anonymity; (2) large
agencies might simply be unwilling to take the time to provide the information; (3) the
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possibility that the performance information might get attached to the wrong survey; and
(4) agents might be less likely to provide unbiased answers to the survey if they perceived
that management would have the opportunity to look at their responses. Churchill, Ford,
Hartley, and Walker (1985) support the use o f self-report performance measures without
resulting in a significant upward bias over more "objective" measures o f performance.
Thus, a self-report format for performance measures that provides anonymity seems to
provide an appropriate basis for honest, accurate responses to survey questions.

DATA COLLECTION
Data for the study were collected via a questionnaire using a drop-off, pick-up
methodology. Initial contact with each managing broker was made by telephone asking
for cooperation in gathering data and promising to provide the broker with a summary of
the research findings. An appointment was scheduled to deliver the surveys. In some
cases the researcher met with the managing broker or his or her designee and in other
cases the surveys were left for the broker with a cover letter reiterating the importance
that all questions be answered and general instructions for the administration o f the
survey. Agent participation was encouraged by giving each respondent a chance to enter
a drawing for a cash prize, donated by the researcher, in a contest managed by the
Tidewater Association o f Realtors. Follow-up by telephone with the broker was done
approximately one week after the surveys were distributed, and subsequently as necessary.
In some instances, the researcher personally administered the surveys during regularly
scheduled agency business meetings.
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DATA ANALYSIS
To compute scale and subscale scores, responses to the items for each scale were
summed according to established procedures. To provide consistency o f analysis reverse
scored items were adjusted. To establish internal consistency Cronbach’s Alphas were
computed for each scale to measure reliability.

In addition, correlations among the

individual scales were computed to address the issue o f nomological validity.
To evaluate the research hypotheses, Machiavellianism, self-monitoring, and
adaptiveness (ADAPTS) scores were correlated with performance as measured by income
from real estate sales for 1992 and 1993. Correlational analyses were also performed
between income, scale scores, and other demographic variables to determine whether any
significant relationships existed. The results of the study are presented in Chapter IV
along with a reliability assessment of the scales and a discussion o f expected and
unexpected findings.
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C H APTER IV
R ESU LTS O F T H E STUDY

IN TRO D U CTIO N
Chapter IV presents the results o f the data analysis and addresses the issues related to
findings of the data analysis.

This chapter begins with a brief review o f the study

methodology and an analysis o f the sample population. Then, the reliability and validity
o f the scales are discussed. Next, tests o f the research hypotheses are addressed. Finally,
the data are analyzed in order to gain a better understanding of the significance o f the
findings.

C H A R A C TER ISTIC S O F T H E RESPONDENTS
This study investigated the relationship between adaptiveness, self-monitoring, and
Machiavellianism and performance among real estate sales professionals.

Written

questionnaires consisting of three existing scales, the ADAPTS Scale (Spiro and Weitz
1990), the Self-Monitoring Scale (Snyder and Gangestad 1986), and the Mach IV Scale
Version One Scale (Christie and Geis 1970) in Likert format, plus demographic data, were
administered by a drop-off,pick-up methodology. Follow-up with the managing broker
was done seven to ten days after the surveys were dropped off and weekly thereafter until
each agency’s questionnaires were completed and picked up.
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The sample for this study was selected from the membership o f the Tidewater
Association o f Realtors (TAR). Three hundred completed surveys were needed in order
to provided significance at a p < .05 level. This was established because, based on the
power method o f sample size determination discussed in Chapter

in, 266

surveys were

necessary to employ a significance level o f .05 and detect correlations as low as .20.
Thus, setting a goal o f 300 allowed for usable surveys. O f the 615 surveys that were
distributed via a drop-off,pick-up methodology, 333 were returned for a response rate of
54 percent.

Among the 333 surveys that were returned, four were deemed unusable

because o f a substantial number of unanswered questions or, in one case, a significant
number of questions answered with "Is" or "6s," which is called extremeness (Nunnally
1970). Thus, 329 surveys were usable for statistical analyses, which exceeded the original
goal o f 300.
Sample selection criteria and data collection procedures, as discussed in Chapter HI,
were designed to have a representative number o f responses from the agencies based on
the number o f agents per agency. The type o f sample was a "stratified random cluster
sample," in that agencies were selected randomly after being stratified based on size, in
terms o f number of agents. The managing broker from each agency that was selected was
requested to obtain 100% cooperation from the agents in the agency (the clusters)."Small" agencies were those with 20 o r fewer agents and accounted for 14.4% o f the
membership o f TAR. "Medium" sized agencies were those with 21 to 40 agents and
accounted for 12.8% of the membership o f TAR. "Large" agencies were those with 41
or more agents and accounted for 72.7% o f the membership o f TAR. Therefore, the goals
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established were 43 people from "small" agencies, 39 people from "medium" agencies and
218 from "large" agencies. The distribution of surveys that were returned was as follows:
44 from "small" agencies (11.7% of the survey sample), 71 from "medium" agencies
(21.4% of the sample), and 217 from "large" agencies (65.4% of the sample). The Chisquare was 22.42, p=.000, which indicates that the difference between the target
percentages o f responses from each agency category, small, medium and large, and the
sample percentages are statistically significant (see Table 2).
To determine if these differences influence the results, correlational analyses were
performed. There were no statistically significant correlations between the size o f the
respondent’s agency and ADAPTS score, Mach score, Self-Monitoring score, 1992
income from real estate, or 1993 income from real estate. Thus, the size o f the agency
did not appear to influence whether respondents were adaptive, Machiavellian, high versus
low self-monitors, or income from real estate. Therefore, it was determined that the
deviation between the sample distribution o f respondents based on agency size and the
TAR distribution o f agencies did not appear to have a significant influence on the results
o f the study.
The departure of actual distribution from the desired distribution was a result o f the
drop-off, pick-up methodology varying response rates from different agencies that could
not be predetermined. After the first 300 surveys were collected, it was noted that the
"medium" agencies were over-represented. Surveys were distributed to agency managing
brokers as appointments with them could be secured.

Some brokers completed the

questionnaires within days, while others took as much as a month.

106

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

TA BLE 2
SA M PLE D ISTRIBUTION
SA M PLE AND TID EW A TER ASSO CIA TION O F REA LTO R S M EM B ER SH IP

(Each size agency as a percent o f total)

SIZE

SAMPLE

POPULATION

Small

43 (13.1%)

327 (14.4%)

Chi-square= 22.42

Medium

70 (21.3%)

291 (12.8%)

p=.000; df= 2

Large

216 (65.7%)

1689 (72.7%)
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Consequently, at any point in the data collection process, the researcher was both
picking up completed questionnaires as well as dropping o ff surveys to be completed.
While the researcher attempted to estimate the response rate, it was not predictable or
determined until all the surveys were picked up.

Some brokers who were very

enthusiastic about the project had very low response rates from their agents, while other
agencies where the researcher left the surveys with a cover letter and had no face-to-face
contact with the broker resulted in very high response rates. To balance the responses to
match the targeted distribution more closely, the researcher obtained additional survey
responses from the "small" and "large" size agencies. This resulted in the collection o f
an additional 33 surveys.
The sample characteristics are presented in Table 3. Comparison with actual standards
is impossible because a demographic profile o f real estate agents in the local area does
not exist (Reitelbach 1995).

A 1992 (the most recent published report) membership

profile o f real estate professionals from the National Association of Realtors was provided
by TAR.

This profile, representing 51 percent salespersons and 49 percent brokers,

contains information by median and is highlighted below: median personal income is
$26,500, median age is 48 years, males/females were 50/50 percent, 90 percent have
attended or completed college, 41 percent have a Bachelor’s degree or higher, and only
11 percent posses a high school diploma or less.

Regarding continuing education

designations, 16 percent have designations, 9 percent have the GRI, the designation given
by the Graduate REALTOR Institute for completion o f 12 modules o f continuing
education, and 5 percent have the Certified Residential Specialist (CRS), awarded by the
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TA BLE 3
SA M PLE C H A R A C TERISTIC S
Characteristic

Number

Percent of Total*

Income (1993)
Less than $15,000
$15,000- $29,999
$30,000- $44,999
$45,000- $59,999
$60,000- $74,999
$75,000- $89,999
$90,000 - $104,999
$105, 00 or more

56
66
36
31
16
12
8
16

24
27
18
11
5
6
2
6

26
303

8
92

2
32
142
98
30
26

1
10
43
30
9
8

6
44
141
118
18

2
14
43
36
5

186
110

63
37

Designations
GRI
CRS

85
43

26
13

Full/Part-time

311/18

Job Position
Broker/Ass’t Broker
Sales Agent
Education
Some High School
High School Graduate
Some College
College Degree
Some Graduate Work
Graduate Degree
Age
18 - 24 years
25 - 34 years
35 - 49 years
50 - 64 years
65+ years
Gender
Female
Male

Length of Employment
Mean number or years in real estate
Mean numberof years with current firm
Mean number of transaction sides per year
*May not total 100% due to rounding

95/5

9
5
19
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National Association o f Realtors for real estate sales experience and completion o f various
continuing education courses. The median tenure in the real estate business is 9 years,
and a median of 4 years with their current firm. The median number o f transaction sides
per agent per year is 14. One transaction side is obtained for each listing or sale an agent
makes. If an agent both listed and sold a particular home that would account for 2
transaction sides. The median number o f agents per agency was 20.
In the current study, the ratio o f sales agents to brokers is 92 percent salespersons and
8 percent brokers, the median income from real estate is $29,719, the male/female ratio
is 37/63 percent, 89 percent have attended or completed at least college, 47 percent have
a Bachelor’s degree or higher, and 11 percent have attended or completed high school
only. In terms o f continuing education, 26 percent have the GRI designation, and 13
percent have the CRS designation.

The median number o f years in the real estate

industry is 8, and 3 years with their current firm. The median number o f transaction sides
per agent per year was 17, and the median number o f agents with the firm was 42.
The respondents in the current study generally show a similar pattern as the nationwide
profile regarding education, except 6 percent more in the current study have obtained a
Bachelor’s degree, a substantially greater number o f female respondents (37/63 percent
male/female ratio versus a 50/50 percent male/female ratio in the national profile), and
the respondents to the current study had a higher median personal income. In addition,
a higher percentage of respondents in the current study have continuing education
designations, a greater mean number of transaction sides, have one year less median time
in the real estate business, and a higher median number o f agents per agency versus the
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nationwide sample. While the sample profile differs from the national profile of members
o f the National Association of Realtors, there is no way to determine whether the sample
differs significantly from the local membership profile because those data are not
available. However, it would appear any differences would not have practical significance
for the findings of this study.

RELIA B ILITY ASSESSM ENT
In scale construction, the concept of reliability is quite important. Reliability concerns
precision o f measurement or reduction of random error. In other words, if a scale is
reliable, one expects similar results over time or with different groups of subjects. One
component of reliability is internal consistency. In order to be an effective reflection of
a construct under study, the scale used to measure the construct should have a reasonable
degree of internal consistency. That is, the items should tend to measure something in
common. Two general methods can be used to estimate reliability on the basis of internal
consistency, which were discussed in Chapter HI.

The method used in this analysis

obtains an estimate of reliability on the basis o f internal consistency by correlating
alternative forms o f a scale. Methods based on performing correlational analyses on all
possible alternative forms of a scale are considered superior to the subdivided-test method
because there are so many ways o f subdividing a test (Nunnally 1970). The methods
based on item correlations essentially estimate the average of the reliability coefficients
that would be obtained from correlational analyses on all possible ways of subdividing
a test. The most generally useful measure o f internal consistency, which uses the first
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approach, is called coefficient Alpha, or Cronbach’s Alpha (Nunnally 1970). Churchill
(1979) suggests that for exploratory research, coefficient Alphas o f .60 are desirable,
while Nunnally (1978) established .70 as the benchmark. Thus, a low coefficient Alpha
indicates that the scale items are not measuring the same construct and large coefficient
Alphas suggest that the scale items are measuring the same construct.
In order to assess the reliability o f the scales used, coefficient Alphas (Cronbach 1951)
were calculated for the three scales after the data were corrected for reverse scored items.
These results then were compared with those reported by the scales’ authors results and/or
those results o f other researchers.

The Mach IV Scale
For this research, Cronbach Alphas were calculated for the M ach IV scale.

The

overall Mach IV Scale Cronbach Alpha was 0.66. This was somewhat lower than other
studies. Christie and Geis (1970) reported average alphas o f .79 among the first nine
samples using the Mach IV Scale. Other researchers have found coefficient Alphas as
follows: .60 in Hunt (1983), .76 in Hunt and Chonko (1984), .78 in Gable, Hollon, and
Dangello (1990), and .74 in Singhapakdi and Vitell (1991). Thus, the reliability o f the
scale in this study is not as high as reported in most previous studies, but at the lower end
o f the range that has been reported. To determine if any o f the reliability coefficients
might be improved with the deletion o f any scale items, item-to-total correlations were
calculated. The maximum increase in the Cronbach Alpha if an item were deleted is
.0043, from .6610 to .6653. Thus, removal of any scale items does not significantly
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improve the reliability o f the scale.
In addition to the somewhat low Alpha for the Mach IV Scale, the mean Mach score
in this study was 72.54 (range 45-111) with a standard deviation o f 10.21 compared to
the range o f mean scores found by Christie and Geis (1970) o f 87.66 to 97.25 (see Table
4). Only 19.8% o f the current study respondents scored above the overall average of 90.7
reported by Christie and Geis (1970). Other researchers have reported mean Mach IV
scores ranging from 73.3 to 108.1 (see Table 5). Thus, for some reason, Mach scores in
this study were unusually low relative to other studies. Two possible explanations might
be that either real estate professionals, as represented in the Tidewater Association of
Realtors, are very low Machiavellians or the respondents in this survey answered the
questions in a socially desirable manner resulting in unusually low M ach scores.

The ADAPTS Scale
The Cronbach Alpha for the ADAPTS Scale was .85, which exceeds the benchmark
of .70 suggested by Nunnally (1970) and is the same as found by Spiro and Weitz (1990),
the developers o f the scale. Item-to-total correlations revealed that removal o f any item
would not increase the Cronbach Alpha over .85, thus supporting the inclusion of all scale
items.

The Self-Monitoring Scale
The Cronbach Alpha for the Self-Monitoring Scale was .76, which compares favorably
with the scale developers Snyder and Gangestad (1986) Alpha o f .70.

Item-to-total

correlations indicated that the Alpha would not increase beyond .76 by the removal o f any
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TABLE 4
MACH SCORES OF CURRENT STUDY VERSUS CHRISTIE AND GEIS (1970)

Group

Mean Score

Standard Deviation

Overall

72.54

10.2

Males

74.72

9.9

Females

71.15

10.2

Overall

90.70

14.3

Caucasian Males

93.69

14.4

Caucasian Females

87.66

13.5

Non-white Males

97.25

15.1

Non-while Females

88.03

14.7

Current Study

Christie & Geis
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TABLE 5
M ACH IA VELLIA N SCO RES O F D IFFER EN T PO PU LA TIO NS

Mean

S.D.

Number

Group

Reference

108.1

12.9

105

male employees

Touhey (1973)

99.6

12.6

122

purchasing mgrs.

Chonko (1982)

90.7

14.3

1,782

students

Christie and Geis (1970)

88.7

14.5

211

community college
teachers

Hollon (1975)

85.7

13.2

1,076

marketing
professionals

Hunt and Chonko (1984)

84.5

n.a.

1,477

adults

Christie and Geis (1970)

82.1

14.1

183

student teachers

Biggers (1978)

80.0

15.6

149

managers

Gemmill and Heisler (1972)

73.3

11.0

52

school
superintendents

Volp and Willower (1977)

72.5

10.2

329

real estate
professionals

the present research
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item. Thus, the reliability as measured by the internal consistency o f the ADAPTS Scale
and the Self-Monitoring Scale were consistent with results found in other studies.

RESULTS OF THE HYPOTHESIS TESTS
Summary of Findings
One research hypotheses was supported, one was partially supported, and two
hypotheses were not supported by the data obtained in this study.

The positive

relationship hypothesized between the predisposition to practice adaptive selling, as
measured by the ADAPTS scale, and performance in terms o f income from real estate
sales was supported. This was the only relationship among those that were hypothesized
that was significantly correlated with success as measured by income from real estate
sales. The positive relationship that was hypothesized among the scales was partially
supported. Specifically, there was a significant positive relationship between the Mach
scale and the Self-Monitoring scale.

There was also a significant positive relationship

between the Self-Monitoring scale and the ADAPTS scale. Unexpectedly, there was no
significant relationship between the Mach scale and the ADAPTS scale.
The specific results o f the hypothesis tests are discussed next. It is evident that there
is some support for the stated hypotheses as well as some unexpected findings. The
results of the hypothesis tests based on correlational analysis are presented in Table 6.
Finally, alternative hypotheses are presented to account for the unexpected findings.
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Tests of the Hypotheses
This study was designed to gain a better understanding o f the relationship between
various personal characteristics or personality factors and the performance o f real estate
sales agents. Many relationships between personality traits or personal characteristics
have been suggested to correlate with sales performance. Among those constructs, three
were selected for this research. The constructs investigated were Machiavellianism as
measured by the Mach IV Scale Version One (Christie and Geis 1970), self-monitoring
as measured by the Snyder and Gangestad (1986) Self-Monitoring Scale, and adaptiveness
in sales situations as measured by the ADAPTS Scale developed by Spiro and Weitz
(1990).
Correlational analysis is employed consistently in sales performance research and has
a long tradition in the social sciences. It was chosen as the analytical technique for this
study. Cohen (1988) supports the use o f correlation analysis for behavioral research
because it allows for measures o f association without determining causality. The sample
population in its entirety was used to test the research hypotheses. In addition, other
correlational analyses were performed to determine whether scale scores and income were
related to demographic variables.

Hypothesis One: Machiavellianism and Performance
The first research hypothesis stated that individuals who were more Machiavellian, as
determined by a higher score on the M ach IV Scale, would have higher performance as
measured by income from real estate sales agents. For this sample, the hypothesis was
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not supported (see Table 6). That is, the correlation between the Mach IV Scale and 1992
income from real estate sales was -.0980 (p=.075). The correlation between 1993 income
from real estate sales and the Mach IV Scale was -.0579 (p=.170). These findings do not
support the hypothesis that Machiavellians are more successful in real estate sales. In
fact, although the relationship is not significant at the p<.05 level, the direction o f the
relationship between Machiavellianism and adaptiveness was negative in this study.
Other correlational analyses were conducted (see Table 7) to determine if there were
significant correlations between high Machs and performance. A correlational analysis
of female respondents revealed a significant negative correlation, -.1814 (p=.021) between
the Mach score and 1992 income from real estate. The correlation between female Mach
scores and 1993 income was not significant at -.1044 (p=.086). There were no significant
relationships between male respondents’ Mach scores and either 1992 or 1993 income.
Males had significantly higher Mach scores than females, 74.72 for males versus 71.15
for females, F=8.01 (p=.005). This gender difference is consistent with the findings of
Christie and Geis (1970). There were no significant relationships between M ach score
and age, education, amount o f time in real estate sales, or the number o f agents in the
respondent’s agency.

Therefore, further analyses partitioning the sample by these

characteristics was deemed unnecessary.
Previous studies (Hunt and Chonko 1984; Christie and Geis 1970) reported a strong
negative relationship between Machiavellianism and age.

In the current study, the

relationship between Mach IV and age was insignificant and slightly negative.

The

correlation coefficient is -.0466, p=.210. In several studies, Christie and Geis (1970)
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TABLE 6
CORRELATIONS BETWEEN SCALE SCORES AND INCOME

Mach
Score

ADAPTS
Score

SelfMonitoring
Score
1993
Income

1992
Income

Mach
Score

ADAPTS Self-Mon 1993
itoring
Income
Score
Score

1992
Income

1.0000

-.0411
(303)
p=.238

.3484
(290)
p=.000*

-.0579
(273)
p=.170

-.0980
(218)
p=.075

1.000

.1262
( 308)
P=.013*

.1285
(297)
P=.013*

.1147
(241)
P=.038*

1.000

.0881
(278)
P=.071

.0207
( 225)
P=.379

1.000

.8677
(241)
P=.000‘

(303)
p=.

(329)
P=.

(308)
P=.

(297)
P=.

1.000
(241)
P=-

Coefficient
Cases
1-tailed sig.
* p< .05
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TABLE 7
CORRELATIONS BETWEEN MACH SCORES AND DEMOGRAPHIC VARIABLES

Mach
Score

Mach
Score

Years
Selling

Primary/ EducaSecondary tion
Income

Age

Gender

1993
Income

1992
Income

1.000

-.0309
( 303)
P=.296

-.0202
(298)
P=.364

.0185
(303)
P=.374

-.0466
(301)
P=.210

.1691
(274)
P=.003‘

-.0579
(273)
P=.170

-.0980
(218)
P=.075

1.000

-.1620
(323
p=.002*

.0016
( 327)
p=.488

.4909
( 326)
p=.000*

.0038
(295)
p=.474

.3599
(296)
p=.000*

.3124
(240)
p=.000*

1.000

.0159
( 327)
p=.388

.0544
(322)
p=.165

-.2150
(292)
p=.000*

-.3804
(295)
p=.000*

-.3767
(239)
p=.000*

1.000

.0950
(326)
p=.043’

.2344
(295)
p=.000*

.0707
(296)
p=.113

.0559
(240)
p=.194

1.000

.0342
(294)
p=.280

-.0063
(296)
p=.457

-.0337
(240)
p=.302

1.000

-.0019
(270)
p=.487

.0252
(219)
p=.355

1.000

.8677
(241)
p=.000*

(030)
P=.

Years
Selling

Primary
versus
Secondary Income
Education

(328)
p=.

(324)
p=.

( 328)
p=.
Age

(327)
p=.
Gender

(296)
p=.
1993
Income

1992
Income

(287)
p=.

1.000
(241)
p=.

Coefficient
Cases
1-tailed sig.
* p< .05
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found a significant negative relationship between education and Machiavellianism. That
is, those with less education were more Machiavellian. In this study, the relationship
between education and Mach IV was not significant, the correlation coefficient is .0185,
p=.364. Christie (1970b) explain that less educated individuals are more willing to admit
socially undesirable things about themselves on a questionnaire. W hen social desirability
is held constant, the relationship between education and Mach scores is insignificant.
Since 89% of the respondents in this survey had at least some college or higher, education
could have possibly influenced the results. The significance of these inconsistent results
is discussed at the conclusion o f this chapter.
In addition, no significant relationships between 1992 or 1993 income from real estate
sales and age, education, or the number o f agents in the respondent’s agency were found.
Thus, neither age, education or number o f agents in the respondent’s agency were related
to income, therefore further analyses partitioning the sample by these characteristics was
deemed unwarranted.

Hypothesis Two: Self-Monitoring and Performance
The second research hypothesis addressed the relationship between self-monitoring and
performance. Specifically it was hypothesized that high self-monitors, as measured by
the Snyder and Gangestad (1986) Self-Monitoring Scale, would be better performers in
real estate sales as measured by income. The correlations (see Table 8) between the SelfMonitoring Scale and 1992 income from real estate sales was .0207 (p=.379); for 1993
income and self-monitoring the correlation was .0881 (p=.071).

Thus, H2 was not
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TABLE 8
CORRELATIONS BETWEEN SELF-MONITORING SCORES
AND DEMOGRAPHIC VARIABLES

SelfMonitoring
Score

S-M
Score

Years
Selling

Primary/ Educa
Secondary tion
Income

1.000
(308)
P=.

-.0255
(307)
P=.328

-.0510
( 303)
P=.188

1.000
(328)
p=.

Years
Selling

Primary
versus
Secondary Income
Education

Age

Gender

1993
Income

1992
Income

.0607
(307)
P=.145

-.1026
(306)
P=.037*

-.1440
(278)
P=.008’

.0881
(278)
P=.071

.0207
(225)
P=.379

-.1620
(323)
p=.002*

.0016
(327)
p=.488

.4909
(326)
p=.000*

.0038
(295)
p=.474

.3599
(296)
p=.000‘

.3124
(240)
p=.000’

1.000

.0159
(327)
p=.388

.0544
(322)
p=.165

-.2150
(292)
p=.000*

-.3804
(295)
p=.000*

-.3767
(239)
p=.000’

1.000

.0950
( 326)
p=.043‘

.2344
(295)
p=.000*

.0707
(296)
p=.113

.0559
(240)
p=.194

1.000

.0342
(294)
p=.280

-.0063
(296)
p=.457

-.0337
(240)
p=.302

1.000
(296)
p=.

-.0019
(270)
p=.487

.0252
(219)
p=.355

1.000
(287)
P=-

.8677
(241)
p=.000*

(324)
P=-

(328)
p=.
Age

(327)
p=.
Gender

1993
Income

1992
Income

Coefficient
Cases
1-tailed sig.
* p< .05
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1.000
(241)
P=.

supported.
Other correlational analyses were performed to determine if a relationship existed
between subsets o f the population and self-monitoring and performance. Males had a
significantly higher mean self-monitoring score o f 59.64 versus 56.09 for females, F =
5.84 (p=.016).

Looking at male respondents only, there was a significant positive

correlation between self-monitoring and 1993 income from real estate, .2339 (p=.011).
However, the relationship between 1992 income from real estate and self-monitoring was
not significant (p=.144). A possible explanation for the inconsistent results between 1992
and 1993 income could be related to the fact that information provided by agents on 1992
income may not be as accurate because o f the time lapse between 1992 and summer of
1994, when the data was gathered.

Looking at female respondents,there were no

significant correlations between self-monitoring and income from real estate.
There was a significant negative correlation between self-monitoring and age, -.1026
(p=.037). This suggests that as people age they become lower self-monitors. This has
the intuitive appeal that younger people would be more concerned about wanting to be
accepted by others, therefore they would be more inclined to be higher self-monitors.
Using the Lennox and Wolfe (1984) Revised Self-Monitoring Scale, Allen (1986) found
that high school aged people (16-18 years) had the highest "ability to modify self
presentation" self-monitoring subscale score o f his subjects, whose ages ranged from 16
to 82. In addition, Allen (1986) found no differences between males and females on
either the subscale scores or the total self-monitoring score.
In the current study, there were no significant correlations between self-monitoring and
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amount o f time in real estate sales or self-monitoring and education. Again, a discussion
of possible alternative hypotheses for these results is included in the final section of this
chapter.

Hypothesis Three: Adaptiveness and Performance.
The third hypothesis concerned the relationship between adaptiveness and performance.
It was hypothesized that agents who are more adaptive in their selling approach, as
measured by the ADAPTS Scale (Spiro and W eitz 1990), would be higher performers in
terms o f income from real estate sales. The correlation (see Table 6 ) between ADAPTS
and 1992 income from real estate sales was .1147 (p=.038) for the sample group, and the
correlation between ADAPTS and 1993 income from real estate sales was .1285 (p=.013).
Correlations between ADAPTS score, income, and demographic variables are found in
Table 9. Thus, the data support the hypothesis that adaptiveness is related positively to
performance in terms of income for real estate sales agents. The results o f the hypothesis
test suggests that successful agents understand that each client/customer requires a unique
approach, are able to categorize clients/customers accordingly, and are able to vary their
style to fit the situation. This provides confirmation o f the work by Spiro and Weitz
(1990) on the importance o f adaptability to sales performance.

Hypothesis Four: Mach IV, Self-Monitoring, and ADAPTS
The fourth hypothesis stated that the three scales would be correlated positively
themselves. The results o f the correlational analysis follow (also see Table 6 ). The
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TABLE 9
CORRELATIONS BETWEEN ADAPTS SCORES AND
DEMOGRAPHIC VARIABLES

ADAPTS
Score

ADAPTS Years
Score
Selling

Primary/ EducaSecondary tion
Income

1.000
(303)
P=.

-.0148
( 328)
P=.394

.0086
(324)
P=.438

1.000
( 328)
p=.

Years
Selling

Primary
versus
Secondary Income
Education

Age

Gender

1993
Income

Age

Gender

1993
Income

1992
Income

.0214
(328)
P=.350

-.0566
( 327)
P=.154

-.0890
(296)
P=.063

.1285
(297)
P=.013*

.1147
(241)
P=.Q38*

-.1620
( 323)
p=.002‘

.0016
(327)
p=.488

.4909
(326)
p=.000*

.0038
(295)
p=.474

.3599
(296)
p=.000'

.3124
(240)
p=.000'

1.000
(324)
p=.

.0159
(327)
p=.388

.0544
(322)
p=.165

-.2150
(292)
p=.000*

-.3804
(295)
p=.000*

-.3767
(239)
p=.000’

1.000
(328)
P=-

.0950
(326)
p=.043*

.2344
(295)
p=.000*

.0707
(296)
p=.113

.0559
(240)
p=.194

1.000
( 327)
P=-

.0342
(294)
p=.280

-.0063
(296)
p=.457

-.0337
(240)
p=.302

1.000
(296)
p=.

-.0019
(270)
p=.487

.0252
(219)
p=.355

1.000
(287)
P=-

.8677
(241)
p=.000*

1992
Income
Coefficient
Cases
1-tailed sig.
*p<.05
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1.000
(241)
P=.

correlation between Mach IV and the Self-Monitoring Scale was .3484 (p=.000). This
highly significant correlation is in the direction expected and therefore partially supports
hypothesis number four. It was expected that high self-monitors also would be very
adaptive to the social environment and would alter their behavior consistent with what
they thought others expected. This type o f behavioral alteration is consistent with the
Machiavellian characteristic o f manipulation.

The correlation between Mach IV and

ADAPTS was -.0411 (p=.238), which was not significant and slightly negative, whereas
a positive relationship was hypothesized. The correlation between ADAPTS and SelfMonitoring was .1262 (p=.013). Again, this correlation is significant and in the direction
hypothesized, and supports the concept that high self-monitors change their behavior to
conform to the perceived expectations o f others, which is consistent with the concept of
adaptiveness. This unexpected lack o f a significant correlation between Mach IV and
ADAPTS could be caused by a socially desirable bias for the Mach IV Scale, which is
discussed in Chapter V, or perhaps the two constructs are unrelated.

Summary of the Findings of the Hypothesis Tests
Correlational analyses were performed to determine if any significant relationships
existed between demographic groups (males/females, age, education, years in real estate
or real estate income as primary versus secondary) and either 1992 or 1993 income from
real estate (see Tables 6 through 9). There were no significant relationships between
income from real estate and gender, age, education or real estate income as primary
versus secondary. There was a significant correlation between income and number of
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years in real estate as follows: the correlation coefficient for 1992 income from real estate
and the number o f years in real estate was .3124 (p=.000) and the correlation coefficient
for 1993 income from real estate and tenure in real estate was .3599 (p=.000). This
makes intuitive sense. The longer one has been selling real estate, the more effective he
or she would become; therefore, the greater his or her income from real estate. This
relationship also suggests that those who are successful remain in sales, while less
successful individuals have left the industry.

CONFIRMATORY FACTOR ANALYSIS
In view o f the fact that the hypothesis regarding the relationship between
Machiavellianism and sales performance as measured by income was not supported; that
the mean Mach scores were lower than those reported in numerous other studies; and that
the coefficient Alpha was lower in the current study than in other published studies; it
was determined that the factor structure o f the Mach IV Scale should be further analyzed.
Before discussing the results, some characteristics of factor analysis are presented.
A primary condition for successful factor analysis is a minimum o f five cases for each
variable in the analysis (Nunnally 1978). Since the Mach IV Scale has twenty items, 100
responses would be the minimum number o f respondents required. The current study has
329 respondents, therefore, this requirement was met.

Another assumption o f factor

analysis is that the data are factorable. One way o f assessing this is by examination of
the correlation matrix o f the scale items. Tabachinick and Fidell (1989) caution that
"factor analysis is exquisitely sensitive to the sizes of correlations" (p. 602) and that if
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no correlations exceed .30, the use o f factor analysis is questionable. An examination of
the correlation matrix (see Table 10) reveals that only two inter-item correlations exceed
.30 for the Mach IV Scale.

Thus, one might expect inconsistencies with the factor

structure o f the Mach IV Scale, at least in this study.
When the Mach IV Scale was developed, an impressionistic analysis o f The Prince and
The Discourses by Christie and Lehmann (1970) revealed three themes: (1) the advocacy
of manipulative tactics such as the use of guile and deceit in interpersonal relationships
("tactics"); (2 ) an unflattering view o f the nature o f man as being weak and cowardly
("views"); and (3) a less-clearly demarcated theme that was called abstract morality, or
more correctly, the lack of it ("morality"). In evaluating the structure o f the scale the
developers report the following:
At that time we did not have the resources to do a factor analysis of a 71
X 71 matrix on a sample of 1196 respondents. W e did examine the partwhole correlation between each item and the subscale to which it had been
assigned. If the correlations between the individual items and the
subscales to which they had been assigned had been higher than between
the items and the total scale, this would have suggested the presence of the
predicted discriminable dimensions. Upon inspection, no such marked
relationship was apparent. It was therefore decided, since the scale
reliability seemed reasonably high, that the best use o f the time and
resources would be to see if the Mach IV scale had any relationship to
outside criteria and not to pursue the question of structure further (Christie
and Lehmann 1970, p. 359).
Seven years after the original analysis, the question o f the factor structure of the Mach
scales was raised again. Two studies were conducted to determine the factor structure.
The first study combined ten items from the M ach IV Scale, ten items from a revision
of Strole’s Anomia Scale, and ten items from the Mach V Scale.

This scale was

administered by personal interviews to 1,482 people who were representative of non129
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institutionalized persons over 21 years o f age in the United States. Five factors emerged
from the data in this study. The first factor consisted entirely o f positively worded items
from the Mach IV Scale and the Anomia Scale. No positively worded items loaded on
any other factor. This factor reflected a rather dismal view o f the world and the nature
of man and was named "Anomic Disenchantment." The second factor was made up
entirely of items from the forced choice format Mach V Scale, which was named
"Machiavellian Tactics" and includes items that have implications for interpersonal
interactions. The third factor was called the "Pollyanna Syndrome" and basically said
most people are "good" folks. These items were all reverse scored. One item from the
Mach IV Scale loaded on this factor, "Most people are basically good and kind." The
fourth factor was also made up entirely o f items that were reverse scored and was labeled
"Honesty."

The remaining two Mach IV items loaded on this factor. The fifth factor

was made up exclusively o f Mach V items and called "Machiavellian Orientation" and
refers to evaluation of others rather than to interpersonal tactics. The factor analysis
revealed that the Mach V items loaded separately on two factors; the positive Anomia and
Mach IV items loaded on one factor; and the negatively worded Anomia and Mach IV
items loaded on two factors. These patterns suggested to Christie and Lehmann (1970)
that a response set influence may have affected the results.
The second study sample consisted entirely o f college students from fourteen colleges
that were selected by a deliberately non-random procedure. The researcher wished to
obtain as diverse a sample as possible along the anticipated splits between preference for
Johnson and Goldwater for the 1964 Presidential election. The main objective of the
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study was to test several hypotheses regarding the relationship between Mach scale scores
and presidential preference. In this study the entire Mach IV and Mach V scale items,
ten F-scale items, plus ten Anomia items were included. Responses were obtained from
1,782 students. Four factors emerged from the data in this sample. The first factor was
labeled "Duplicity" and was made up almost entirely o f items from Mach IV and V.
Unlike the national sample of adults, the format o f the questions did not seem to affect
the factor loadings. M ost o f the items dealt with the interpersonal candor or the lack of
it.

The second factor was named "Affirmative Negativism" and include 19 of 25

positively worded items. The content o f these items indicates a negative reference to man
and society, for example, "Generally speaking, most men won’t work hard unless forced
to do so." The third factor included items from all scales but only negatively stated Mach
IV items and is labeled "Distrust in People." An example o f one o f the Mach IV items
is, "Most men are brave."

The fourth factor contains nine of ten F-scale items, one

Mach IV item ("People suffering from incurable diseases should have the choice of being
put painlessly to death"), and one Mach V item. This factor was named "Traditional
Moralism."
Comparing the results o f the two studies, Christie and Lehmann (1970) suggest that
the very different makeup of the two sample populations and the different methods of
collecting the data, personal interviews for the national survey versus paper and pencil
questionnaires for the college student survey. They state that "any factor analysis is a
description o f the relationships among responses to items in a particular sample....The
same factorial structure may or may not emerge in different samples so that it is
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extremely hazardous to generalize from one particular sample to other populations" (p.
379). The college students by definition had at least some college education, while in the
national survey population only 24% had at least some college education. In addition,
while only a small percentage o f the college population respondents were over 2 1 years
o f age, all the respondents in the national survey were over twenty-one. Christie and
Lehmann (1970) state, "We dwell on these differences to emphasize that they loaded the
odds against finding similarity in the factors based upon the responses in the two
samples" (p. 380-381). Nonetheless, 22 o f the 30 items fell on similar factors in the two
studies. Four items shifted from one factor to another from the adult to the college
sample in a manner consistent with their content. Three residual items in the national
sample emerged with low but appropriate loadings on the "Disbelief in People" factor in
the college sample. One item was completely baffling and shifted from "Machiavellian
Orientation" to residual in the college sample; namely, "The biggest difference between
criminals and other people is that criminals are stupid enough to get caught" (Christie and
Lehmann 1970).
Christie and Lehmann (1970) tentatively conclude that the Mach IV Scale consists of
three identifiable factors.

The first factor contains items worded in the positive

(Machiavellian) direction. The content o f this factor reflects a dismal view o f society and
was named "Anomic Disenchantment" in their national sample, and "Affirmative
Negativism" in the college sample.

The second factor contains items dealing with

methods o f interpersonal manipulation. These items loaded on the factors "Machiavellian
Tactics" and "Honesty" in the national sample and "Duplicity" in the college sample. The
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third factor contains items that deal with the goodness or badness of mankind and load
on the "Pollyanna" and "Machiavellian Orientation" factors in the national study and the
"Disbelief in People" in the college sample. Although some differences among the results
of the two studies were apparent, the similarities were striking considering the differences
between the two sample populations as well as the different sampling methods employed
in each study (Christie and Lehmann 1970).
Confirmatory factor analysis was performed on the Mach IV Scale items for the
current study. When conducted unconstrained, the factor solution revealed seven factors
with eigenvalues greater than one. The scree plot indicated a "jagged" elbow between
three and seven factors, thus factor analyses were performed specifying 3, 4, 5, 6 , and 7
factor solutions. Both the three and four factor solutions provided logically structured
solutions based on the content of the items loading on different factors and had the
"cleanest" solutions minimizing cross-factor loadings greater than .30 (see Tables 11 and
12

for factor loadings).
The three factor solution (see Table 13) resulted in the first factor consisting only of

items that were worded in the positive (Machiavellian) direction. Only one positively
worded item, "People suffering from incurable diseases should have the choice o f being
put painlessly to death" loaded on another factor (factor three). This factor is strikingly
similar to the factor Christie and Lehmann (1970) label "Affirmative Negativism." The
second factor exclusively consists o f negatively worded items. The content o f these items
are consistent with the factors labeled "Machiavellian Tactics" and "Honesty" by Christie
and Lehmann (1970). The third factor consists primarily o f negatively worded items with
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TABLE 11
M A C H IV SCA LE FA C TO R LOADINGS - T H R E E F A C T O R SOLUTION
FACTOR LOADINGS
1

2

3

.58992

-.01351

.03620

.54693

.06027

.08650

.51119

.03323

.40165

.50471
.49015

.09587
.37688

-.17218
-.03420

.48828

-.12555

.18257

.41022
.38722
.28272

-.19408
.28069
.25669

.30169
.03549
.22786

.00761
.05971
.07140
-.24334
.06588

.70474
.69082
.56773
.38141
.18719

.14848
-.00513
.08372
.19295
-.17374

-.07433
-.13638

-.06020
.25540

.71327
.61018

.06015
.14497

.22370
.17367

.53787
.41087

.14590

-.08212

.27861

.07314

.01556

.14524

The Deplorable State of Mankind
The biggest difference between most criminals
and other people is that criminals are
stupid enough to get caught.
Never tell anyone the real reason you did something
unless it is useful to do so.
It is safest to assume that all people have a vicious streak,
and it will come out when they are given a chance.
It is wise to flatter important people.
The best way to handle people is to tell them what
they want to hear.
Generally speaking, men won’t work hard unless
they're forced to do so.
Anyone who completely trusts anyone else is asking for trouble.
It is hard to get ahead without cutting comers here and there.
Most men forget more easily the death of their father than
the loss o f their property.

Duplicity
Honesty is the best policy in all cases.*
There is no excuse for lying to someone else.*
It is possible to be good in all respects.*
One should take action only when sure it is morally right.*
All in all, it is better to be humble and honest
than important and dishonest.*

Polvanna Syndrome
Most people are brave.*
Most people who get ahead in the world lead
clean, moral lives.*
Most people are basically good and kind.*
When you ask someone to do something for you, it is
best to give the real reasons for wanting it,
rather than giving reasons which might carry
more weight*
People suffering from incurable diseases should have the
choice of being put painlessly to death.
Bamum was very wrong when he said there’s a sucker
bom every minute.*
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TABLE 12
MACH IV SCALE FACTOR LOADINGS - FOUR FACTOR SOLUTION

FACTOR LOADINGS
1
The Deplorable State of M ankind
The biggest difference between most
criminals and other people is that
the criminals are stupid enough to
get caught.
Never tell anyone the real reason you did
something unless it is useful to do so.
The best way to handle people is to tell them
what they want to hear.
It is safest to assume that all people
have a vicious streak and it will
out when they are given a chance.
Generally speaking, men won’t work hard
unless they’re forced to do so.
It is wise to flatter important people.
It is hard to get ahead without cutting
comers here and there.
Anyone who completely trusts anyone else is
asking for trouble.

Polvanna Syndrome
Most men are brave.*
Most people who get ahead in the world
lead clean, moral lives.*
Most people are basically good in all respects.*
When you ask someone to do something for
you. it is best to give the real reasons for
wanting it, rather than giving reasons
which might cany more weight.*
People suffering from incurable diseases
should have the choice of being put
painlessly to death.

Honestv
There is no excuse for lying to someone else.*
It is possible to be good in all respects.*
Honesty is the best policy in all cases.*
All in all, it is better to be humble and honest
than important and dishonest*

The Cynical Nature of Man
Bamum was very wrong when he said there’s a
sucker bom every minute.*
One should take action only when sure it is
morally right *
Most men forget more easily the death
of a parent than the loss of their property.

2

3

4

.58759

.02359

-.01672

-.05840

.54429

.08313

.06432

-.07105

.52402

-.04364

.26729

.32466

.51124

.39977

.02809

-.10388

.50732

.14388

-.21281

.13932

.49412
.40311

-.16824
.03804

.13101
.23364

-.10005
.13264

.39380

.29478

-.15223

-.24406

-.06101
-.11032

.70960
.62372

-.10790
.18240

-.00021
.14774

.08003
.16006

.54830
.41680

.16732
.12925

.09001
.06317

.13763

.28039

-.05806

-.14558

.06806
.05758
.04034
.03924

.05069
.15061
.18616
-.13510

.70548
.65662
.63180
.29638

.07010
.17361
.29253
-.24627

.01618

.20255

.22744

-.61849

-.19023

.18726

.21601

.51149

.33536

.19875

.07486

.47767
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TABLE 13
MACH IV SCALE - THREE FACTOR STRUCTURE
Factor One: The Deplorable State of Mankind
The biggest difference between most criminals and other people is that criminals are
stupid enough to get caught.
Never tell anyone the real reason you did something unless it is useful to do so.
It is safest to assume that all people have a vicious streak, and it will come out when they
are given a chance.
It is wise to flatter important people.
The best way to handle people is to tell them what they want to hear.
Generally speaking, men won’t work hard unless they’re forced to do so.
Anyone who completely trusts anyone else is asking for trouble.
It is hard to get ahead without cutting comers here and there.
Most men forget more easily the death o f their father than the loss o f their property.

Factor Two: Honesty
Honesty is the best policy in all cases.*
There is no excuse for lying to someone else.*
It is possible to be good in all respects.*
One should take action only when sure it is morally right.*
All in all, it is better to be humble and honest than important and dishonest.*

Factor Three: Polvanna Syndrome
Most people are brave.*
Most people who get ahead in the world lead clean, moral lives.*
Most people are basically good and kind.*
When you ask someone to do something for you, it is best to give the real reasons for
wanting it, rather than giving reasons which might carry more weight.*
People suffering from incurable diseases should have the choice o f being put painlessly
to death.
Bamum was very wrong when he said there’s a sucker bom every minute.*
* Reverse scored
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TABLE 14
M A C H IV SCA LE - FO U R FA C TO R STRU CTU RE
F actor O ne; T he D eplorable State o f M ankind
The biggest difference between most criminals and other people is that criminals are
stupid enough to get caught.
Never tell anyone the real reason you did something unless it is useful to do so.
The best way to handle people is to tell them what they want to hear.
It is safest to assume that all people have a vicious streak, and it will come out when they
are given a chance.
Generally speaking, men won’t work hard unless they’re forced to do so.
It is wise to flatter important people.
It is hard to get ahead without cutting comers here and there.
Anyone who completely trusts anyone else is asking for trouble.

F actor Two: Polvanna Syndrom e
Most men are brave.*
Most people who get ahead in the world lead clean, moral lives.*
Most people are basically good and kind.*
When you ask someone to do something for you, it is best to give the real reasons for
wanting it, rather than giving reasons which might carry more weight.*
People suffering from incurable diseases should have the choice o f being put painlessly
to death.

F actor T hree: Honesty
There is no excuse for lying to someone else.*
It is possible to be good in all respects.*
Honesty is the best policy in all cases.*
All in all, it is better to be humble and hones than important and dishonest*

F actor F o u r: T he C ynical N ature o f M an
Bamum was very wrong when he said there’s a sucker bom every minute.*
One should take action only when sure it is morally right.*
Most men forget more easily the death o f their father than the loss o f their property.
* Reverse scored items
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the exception o f "People with incurable diseases should have the choice o f being put
painlessly to death." Thus, the three factor solution is quite consistent with the results
found by Christie and Lehmann (1970). The three factor solution explains 30.4 percent
of the variation of the data and has three cross-loadings at a value o f .30 or greater.
The four factor solution (see Table 14) also shows similarities to the results found by
Christie and Lehmann (1970). The first factor only contains positively worded items and,
as with the three factor solution, reflects a dim view o f society, labeled "Affirmative
Negativism" by Christie and Lehmann (1970). The second factor contains four negatively
worded items plus one positively worded item, "People with incurable diseases should
have the choice o f being put painlessly to death." These items are most consistent with
Christie and Lehmann’s (1970) "Pollyanna" factor. The third factor consists o f items
characteristic o f interpersonal manipulation or "Duplicity" in Christie and Lehmann’s
study. The fourth factor contained two negatively worded item and one positively worded
item, "Most men forget more easily the death of a parent than the loss o f their property."
This item loaded on the fourth factor, but also cross-loaded on the first factor which
contained only positively worded items. The other two items on the fourth factor were
reverse scored. One item, "Bamum was wrong when he said there’s a sucker bom every
minute" loaded on factor three ("Polyanna) in the three factor solution.

The other

negatively worded item, "One should take action only when sure it is morally right"
loaded on the second factor ("Duplicity") in the three factor solution. This fourth factor
seems to reflect a cynical view o f man. Three items cross-loaded onto second factors at
.30 or higher level, the same was the case with the three factor solution. In sum, the
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pattern of loadings was very similar to that found by Christie and Lehmann (1970) in
their national study. The four factor solution accounted for 36.7 percent o f the variation
in the data.
Both the three and four factor solutions result in factors made up o f items that are
intuitively consistent and with similar content to the factors suggested by Christie and
Lehmann (1970). The three factor solution in the current study is more compatible with
the original results, but explains less o f the variation in the data.

As Christie and

Lehmann (1970) and Tabachinick and Fidell (1989) indicate, factor analysis is extremely
sensitive to sample peculiarities. The fact that the factor structure found in the current
study is consistent with that of Christie and Lehmann (1970) is reassuring and supports
the reliability of the M ach IV Scale.
The fact that none o f the studies suggest a three factor structure based on the three
originally hypothesized themes o f the Mach IV Scale ("views", "tactics", and "morality")
does not indicate a flaw in the scale design.

Instead o f measuring philosophical

orientation ("views" and "morality") and action orientations ("actions"), perhaps the scale
is measuring different perspectives o f the world, as reflected in the content of the scale
items themselves. As indicated above, once the scale’s developers had access to modem
data analysis technology, they found different factor solutions based on content domains
as discussed, which are supported by the factor structure revealed in the current study.
In order to determine if any dimension o f the Mach IV Scale was related significantly to
income from real estate, an additional correlational analyses was conducted. For the three
factor solution, there were no significant (p<.05) relationships between the factors and
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1992 income or 1993 income.

For the four factor solution, the only significant

relationship was between the first factor, which contained only positively worded
statements (Machiavellian), and 1992 income. The correlation coefficient was -.1486
(p=.024), two-tailed significance. Thus, the factor containing items that reflect a dismal
view o f humanity was significantly, negatively correlated with 1992 income from real
estate sales. If, as has been suggested, some respondents answered the questionnaire in
a socially desirable manner, this result makes sense. Assume that the hypothesis that high
Machs are better performers is correct. If these respondents answered the survey with a
substantial social desirability bias, it could account for the negative relationships that were
found between Mach scores and income.

SOCIAL DESIRABILITY REVISITED
The presence o f a socially desirability bias is also supported by two additional
empirical findings. A correlational analysis was performed using only the highest 32 and
lowest 34 Mach Score surveys (these odd numbers were where there were breaks between
scores).

The result again shows a stronger relationship than when all surveys were

included in the analysis. The correlation between Mach Score and 1992 income is -.2347,
p=.10 (2-tailed sig) and -.2397, p=.058 (2-tailed sig) between Mach Score and 1993
income. This suggests that the high income agents had lower Mach Scores, which is
consistent with a social desirability bias.
The second item o f empirical evidence to support the presence o f a social desirability
bias is revealed in a comparison of responses (Table 15) to the Self-Monitoring Scale
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between the current study and a study of the general population (Micken 1993). When
one compares the responses to the Self-Monitoring Scale from the two studies, the
differences point to social desirability bias in the current study. One notable example is:
i

"I can lie with a straight face, if for the right purpose." In the current study only 15
percent o f respondents answered affirmatively (scores o f 4-6) versus M icken’s (1993)
study in which 34 percent responded affirmatively (scores o f 5-7 on a seven-point Likert
scale). While this is not definitive proof, it seems to point toward a social desirability
bias present in the current study.

C O NCLUSION
This study has examined the relationship between Machiavellianism, adaptiveness, and
self-monitoring and sales performance as measured by income from real estate sales
among real estate sales professionals. Four hypotheses were proposed. The results o f the
current research partially supported the hypotheses of the study.

Support for the

relationship between adaptiveness and performance has been established. In addition, two
inter-scale relationships were supported, namely the positive relationship between
adaptiveness and self-monitoring and the positive relationship between Machiavellianism
and self-monitoring. Limitations o f the study, implications, and recommendations for
future research are presented in Chapter V.
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TABLE 15
CO M PA RISO N O F RESPONSES TO T H E SE L F M O N ITO R IN G SCA LE
A GENTS (T H E CU R R EN T STUDY) VERSUS T H E PU B LIC (M IC K EN 1993)
% AGREE
AGENTS

PUBLIC

I can only argue ideas which I already believe.

79%

60%

At parties and social gatherings, 1 do not attempt
to do or say things that others will like.

38%

28%

I find it hard to imitate the behavior of other people.

63%

58%

I can make impromptu speeches even on topics about
which I have almost no information.

35%

28%

In a group of people I am rarely the center of attention.

52%

59%

I guess I put on a show to impress or entertain others.

27%

25%

1 may deceive people by being friendly when I really
dislike them.

44%

60%

I would probably make a good actor.

44%

35%

In different situations and with different people, I often
act like very different persons.

48%

50%

I can look anyone in the eye and tell a lie with a straight
face (if for the right end).

15%

34%

I am not particularly good at making other people like me.

24%

23%

I'm not always the person I appear to be.

40%

46%

I would not change my opinions (or the way I do things)
in order to please.

58%

74%

I have considered being an entertainer.

23%

24%

I have never been good at games like charades or
improvisational acting.

48%

39%

I have trouble changing my behavior to suit different people
an different situations.

44%

44%

At a party I let others keep the jokes and stories going.

70%

53%

I feel a bit awkward in public and do not show up quite
as well as I should.

30%

42%
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CH APTER V

CONCLUSIONS AND RECOMMENDATIONS

This final chapter begins with a summary o f the research findings and a discussion
of the theoretical and practical implications of the research. Next, limitations of the
current study are addressed. Finally, recommendations for future research are presented.

SUMMARY OF THE RESEARCH FINDINGS
The general research hypothesis of this study was that certain personality traits are
related to success in sales positions. Further, it was stated that these characteristics are
industry specific. From this general hypothesis several specific hypotheses were presented
and tested.

The first hypothesis was that there exists a positive correlation between

Machiavellianism, as measured by the Mach IV Scale, Version One (Christie and Geis
1970), and sales performance among real estate sales professionals. Sales performance
was operationalized as annual income from real estate sales for 1992 and income for
1993. As was discussed in Chapter IV, the data from this study do not support this
hypothesis. In fact, when partitioning the data by gender, there was a significant negative
correlation (-.1814, p=.042, 2-tailed sig) between Mach score and 1993 income. Several
alternative hypotheses were presented for this

unexpected finding.

Perhaps
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Machiavellianism is not related to real estate sales performance, or possibly has a negative
relationship. Further research is required to assess these possibilities.
A second possibility is that the necessary conditions for a Machiavellian to be able
to operate effectively may not be present in the real estate industry. Geis and Christie
(1970) analyzed the results of 38 studies investigating the Machiavellian personality.
These studies involved a series o f simulations such as face-to-face bargaining, con games,
and other experimental encounters designed to better understand the differences between
high and low Machs. Three characteristics o f interactions consistently led to a favorable
outcome for the high Machs. First, face-to-face interaction is necessary. It is suggested
that high Machs remain task oriented in interpersonal interactions, while low Machs
become distracted in the social response process, or become affectively involved, unlike
high Machs. Second, "’latitude for improvisation’ indicates that the structure o f the social
interaction is open-ended, not specifically predefined in terms of content or timing" (Geis
and Christie 1970, p. 287). This relates to the ability o f the individual to affect the
process or outcome o f the interaction. It is suggested that a "low structure" environment
allows latitude for improvisation. Third, as indicated above, high Machs do not become
distracted by "irrelevant affect," rather they remain emotionally detached from the
situation.

It is possible that one or more o f these characteristics o f interpersonal

interactions between real estate agents and their clients or customers do not exist,
therefore making it more difficult for the Machiavellian to manipulate a favorable
outcome (i.e., sell more real estate).
The possibility o f a social desirability bias influencing the research results has been
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discussed at length and supported by empirical evidence. As discussed in Chapter IV,
several items o f empirical evidence lend support to this alternative hypothesis. First, the
unusually low Mach scores observed in this study, relative to other investigators’ findings,
would seem to lend support for this explanation o f the results.

In addition, a social

desirability bias is supported by comparing the responses to the Self-Monitoring Scale
(Snyder and Gangestad 1986) in the current study to those found by Micken (1993) in a
study o f the general population.
Finally, a correlational analysis including only the responses o f those with the 32
highest Mach scores and the 34 lowest Mach scores (the groups are not of equal size
because of the way the scores split) was performed.

A non-significant negative

relationship is revealed. The p-values are larger than when the entire sample is analyzed:
p=.06 for Mach scores and 1993 income and p=.10 for Mach scores and 1992 income
when only the highest and lowest Mach scores are analyzed, versus p=.34 for Mach
scores and 1993 income and p=.15 for Mach scores and 1992 income when the entire
sample is analyzed. If one assumes that the hypothesis that high Machs would be more
successful is correct, and social desirability bias was present, it could explain the
unexpected negative relationship between Mach scores and income. The successful high
Machs may have answered in a socially desirable manner, causing artificially low Mach
scores, which resulted in a negative relationship between Mach scores and income.
The second hypothesis stated that self-monitoring, as measured by Snyder and
Gangestad’s (1986) Self-Monitoring Scale, was related positively to sales performance
among real estate sales agents, as represented by income from real estate.

That is, high
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self-monitors were expected to have greater income from real estate sales.

This

hypothesis was also not supported by the data in the current research. However, there
was a significant positive correlation at the p=.07 level between 1993 income and self
monitoring.

Additionally, among males there was a significant positive relationship

between self-monitoring and 1993 income (correlation coefficient .2339, p=.011).

A

possible response bias could have occurred either due to social desirability, as discussed
above, or the survey format.

The Mach Scale and the Self-Monitoring scale were

intermingled on the research questionnaire, which may have affected the results. Based
on the partial support o f the research hypothesis at the pc.10 level, further investigation
is warranted on the relationship between self-monitoring and success among real estate
sales professionals.
The third hypothesis was supported by the data o f this study. This hypothesis
stated that there is a positive relationship between adaptiveness, as measured by the
ADAPTS Scale (Spiro and Weitz 1990) and sales performance among real estate sales
agents, as measured by income from real estate sales. Spiro and Weitz (1990) found the
relationship between ADAPTS and performance to be inconclusive. Adaptiveness was
related significantly (p=.001) to a self-assessment o f performance, however, ADAPTS was
unrelated to managerial ratings of performance. The current study advances the study of
sales performance by demonstrating a significant positive relationship between ADAPTS
and income, an objective measure o f performance. Thus, as Spiro and Weitz (1990)
suggest, real estate sales agents who understand the importance o f adaptability, are able
to identify and categorize situational differences, and can appropriately alter their
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presentation style to match the situation, have significantly higher income.
The final research hypothesis stated that there would be a significant positive
relationship among the three scales: Mach IV, Self-Monitoring, and ADAPTS. This
hypothesis was partially supported.

Specifically, there was a significant positive

relationship (p=.000) between the Self-Monitoring Scale and the Mach IV Scale. This
relationship supports the concept that high self-monitors would alter their behavior
consistent with what they perceived to be the expectations o f people with whom they are
interacting. This adaptability seems consistent with the Machiavellian characteristic of
manipulation. The correlation between the Mach IV Scale and the ADAPTS Scale was
not significant, which was not as hypothesized. This unexpected finding could be a result
o f the same alternative hypotheses previously discussed for the unexpected results
concerning the relationship between Mach scores and income.

Perhaps there is no

relationship between Machiavellianism and adaptiveness. Also, as discussed at length,
a social desirability bias could have resulted in the lack o f a significant correlation
between ADAPTS and Mach scores because the Mach scores were artificially low.
Weitz, Sujan, and Sujan (1986) state that the facet o f self-monitoring relating to the
extent to which one "alters his self-presentation" across different situations could be used
to assess the tendency o f a person to practice adaptive selling. Goolsby, Lagace, and
Boorom (1992) also found empirical support for the link between "ability to modify self
presentation" and "sales objectives" and "sales interactions."

This result makes intuitive

sense in that one who alters behavior to meet expectations o f others (high self-monitors)
would understand the importance of adaptive behavior and be able to modify behavior to
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situational differences, thus be more adaptive. The significant positive relationship found
in the current study between the ADAPTS Scale and the Self-Monitoring Scale supports
this previous research.

T H E O R E T IC A L AND PR A C TIC A L IM PLIC A TIO N S
A daptiveness an d Perform ance.

The results o f this research support the

relationship between adaptiveness and performance, as measured by income from real
estate sales.

This is significant because it extends the knowledge of successful

performance in sales as reported by Spiro and Weitz (1990) by showing that a positive
relationship exists between these two variables. Their sample consisted o f salespeople
employed by a major national manufacturer and distributor o f diagnostic equipment and
supplies.

Spiro and Weitz (1990) found the relationship between ADAPTS and

performance to be inconclusive. Specifically, ADAPTS was related positively to a selfassessment o f performance, but it was unrelated to managerial rating o f performance.
The theoretical connection between adaptability and performance suggested by numerous
researchers (Spiro and Weitz 1990; Weitz 1981; Weitz, Sujan, and Sujan 1986) is
supported by the results of the current research. The measure used for success in the
current study was income from real estate sales, which is a more objective measure o f
performance than managerial ratings of performance.
A daptiveness a n d R ecruitm ent. A practical implication based upon this result is
that managers should strive to hire more adaptive people, who are more likely to be
successful than their less adaptive peers. The scale used in the current study would be
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appropriate for hiring experienced sales representatives. The nature o f the ADAPTS Scale
requires one to have had sales experience to be able to answer the questions appropriately.
In order to identify more adaptive individuals who lack sales experience, the scale would
require modification. A recent study by Predmore and Bonnice (1994) presents a process
measure of adaptability, which could be used to categorize candidates by their
adaptability. The researchers suggest that candidates could be recorded during a role-play
exercise.

Subsequently, verbal behavior patterns could be categorized to determine

whether adaptability was exhibited.
A daptiveness a n d Sales T raining.

An additional practical implication o f the

results o f this study would be that performance should improve if a sales representative
were able to become more adaptive, if the causal link between adaptiveness and
performance can be verified. Sales training courses might be developed to teach skills
that would enhance adaptability and ultimately improve performance, since performance
enhancement is a goal o f most sales training courses (Honeycutt, Harris, and Castleberry
1987).

It would seem probable that sales training could address this issue by

demonstrating the importance of adaptability to success and teaching people how to be
more adaptive. This could be achieved through developing improved listening skills or
an improved understanding o f body language, or learning from successful representatives
who practice adaptive selling (score high on the ADAPTS Scale). A study o f buyers
found that the most impressive behavior o f salespeople was to be "really listening,"
followed by "answers questions well" {The Wall Street Journal 1990). It seems that
enhancement o f these skills warrants more emphasis in sales training.
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An additional benefit to sales trainers is that ADAPTS scores could be obtained preand post-training to see if adaptiveness, and ultimately performance, increased. In order
to encourage management to support training activities where sales representatives are out
of their territories, it is useful to be able to quantify results o f training and relate them to
performance improvements (Harrison 1983).
M achiavellianism a n d P erform ance. The theoretical implication from this study
concerning Machiavellians and sales performance is that high Machs are not more
successful in real estate sales than low Machs. To confirm this conclusion, extensive
additional research is required to account for possible effects o f a social desirability bias
or other possible limitations identified in this study. Future studies should include a
measure o f social desirability to address this issue.
Self-M onitoring an d Perform ance. The current study shows support at the p<.10
level for the positive relationship between self-monitoring and performance. The intuitive
relationship between self-monitoring and adaptability suggests that more research should
be undertaken to determine whether a significant positive relationship between self
monitoring and sales performance can be supported.

L IM ITA TIO N S O F T H E STUDY
Like all empirical studies, this research effort has limitations. One limitation o f the
study relates to the sample. The sampling strategy employed in the research design was
to obtain a representative sample based on size o f the agency, in terms o f numbers of
agents who were members o f the Tidewater Association o f Realtors (TAR). As discussed
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in Chapter IV, the resulting sample was not statistically representative of the population
in terms o f numbers o f respondents by agency size. That is, correlational analysis did
not reveal any significant relationships between agency size and Mach scores, ADAPTS
scores, self-monitoring scores, or 1992 or 1993 income from real estate. Thus it was
concluded that this deviation did not appear to affect the research results. A second
limitation relates to the demographic profile o f the study. As previously mentioned, in
lieu of having a demographic profile o f local real estate professionals, stratification o f the
sample by agency size appeared to be the most logical method to obtain a reasonably
representative sample.

Although a random sample o f agencies was selected for

participation, it is only representative of the Tidewater Association o f Realtors.
Therefore, it is not possible to determine if the sample used in the current research is
representative of a larger population o f real estate professionals. Future studies should
make every effort to possess a demographic profile o f the study population in order to
enable the researcher to more confidently assess the representativeness of the sample.

RECOMMENDATIONS FOR FUTURE RESEARCH
A number of recommendations for improving the current study have been presented
in the preceding section.
research.

Several other areas o f inquiry have developed from this

As mentioned, the expected relationship between Machiavellianism and

performance in real estate sales professionals was not supported. Further research using
surveys that incorporate a measure o f social desirability would overcome one o f the
limitations o f this study. Additionally, some questions should be included to determine
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whether the proposed "low structure" environment necessary for high Machs to
manipulate others actually exists in the real estate industry.
The weak relationship revealed between self-monitoring and performance also
should be investigated further.

Likewise, the positive relationships between self

monitoring and Mach IV and self-monitoring and ADAPTS warrant further study.
The significant relationship between adaptiveness and performance warrants further
study among real estate agents and sales professionals in other industries. The obvious
benefit to industry, if this relationship is confirmed, is an enhanced ability to select sales
representatives with a greater likelihood o f success and improved knowledge o f training
needs that could increase performance. Additional research is also warranted to develop
a method to measure adaptiveness in persons who do not have previous sales experience.
A single industry, real estate, was selected for this study for reasons previously
discussed. Future research should seek to replicate the results o f this study with real
estate professionals. In addition, further research evaluating the relationships between
performance and adaptiveness, Machiavellianism, and self-monitoring with sales
professionals in other industries is warranted to determine the applicability of the results
across industries.
There are also implications for sales training based on the results o f this study.
Investigation into ways to increase adaptability through sales training might prove to be
very fruitful.

If adaptiveness can be improved and the causal relationship between

adaptiveness and performance can be established, the benefits to industry would be
obvious.

Perhaps cooperative studies between academics and business professionals
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obvious.

Perhaps cooperative studies between academics and business professionals

would be rewarding for both groups.

SUMMARY
The results o f this study provide partial support for the hypothesized relationships
between personality/personal characteristics and performance o f real estate professionals
as measured by income from real estate sales. The results o f this study support the
relationship between adaptiveness and performance, as measured by income from real
estate sales.

This is significant because it extends the knowledge of successful

performance in sales as reported by Spiro and Weitz (1990) by showing a significant
positive relationship between adaptiveness and performance.

The results of the study

regarding Machiavellianism and performance were unexpected. Not only were there no
significant relationships between Mach scores and real estate income, but the
directionality of the correlations were negative and opposite o f what was proposed. There
may be several alternative hypotheses to account for this result. First, perhaps there is
no relationship between sales performance and Machiavellianism.

Much additional

research and inquiry must be conducted, however, before this relationship can be
supported.
Second, Christie and Geis (1970) and Shultz (1993) suggest that latitude for
improvisation is an important factor that is necessary for Machiavellians to be effective.
Perhaps the real estate industry is not a "low structure" environment providing latitude
for improvisation. The legalities involved in real estate transactions may actually suggest
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a highly structured environment. Thus, Machiavellians would not have the latitude for
improvisation required to use their manipulative tactics.
Third, and probably most likely, a significant number o f respondents may have
answered the questions in a socially desirable manner. These respondents may have been
concerned about the anonymity o f the responses, and in wanting to be perceived favorably
by others, answered the questions in a socially desirable manner. This explanation is
plausible, especially in light of the extremely low mean Mach scores found in this study
versus other reported findings and other supporting evidence as previously discussed. It
is recommended that any future study incorporate a measure o f social desirability to
assess this possibility.
The results of this study regarding self-monitoring and performance also were
unexpected. However, the relationship between 1993 income and self-monitoring was
significant at the p=.07 level, in the hypothesized positive direction.

A possible

explanation for this result could be related to the responses to the M ach scale.

A

response bias might have occurred due to either social desirability or the intermingling
o f the Mach IV Scale and the Self-Monitoring Scale, thus rendering the results
inconsistent with the hypothesis. In order to account for this possible problem, future
scales should not be commingled and, as previously discussed, should incorporate a
measure o f social desirability.
The positive inter-scale correlations between the Self-Monitoring Scale and the
Mach IV Scale as well as between the Self-Monitoring Scale and the ADAPTS Scale
were as hypothesized and suggest the building o f a nomological network for the
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constructs. The lack o f a significant correlation between the Mach IV Scale and the
ADAPTS Scale may be the result o f a response bias as previously discussed. Intuitively,
a Machiavellian would need to understand that different situations require different tactics
and be able to adjust accordingly in order to be manipulative. However, it does not
follow that all people who are adaptive are Machiavellian. One could be motivated to
practice adaptive behavior for a number o f reasons. Adaptability does not in and o f itself
conjure up the notion o f manipulation. A person might choose to adapt behavior, for
example, because it is what others expect (self-monitoring). Adaptability would seem to
be a necessary, but insufficient condition for being manipulative or Machiavellian. Since
the Mach scores in this study were unusually low, and the ADAPTS scores were "high"
(5.21 on a 1-7 scale), the negative relationship seems understandable. Conceivably, with
a more "average" (higher Machs) group of respondents on the Mach scale, a different
relationship might be found.
The results of the current research partially support the hypotheses o f the study.
Practical implications suggest that training could enhance one’s understanding o f the
importance o f adaptive selling and improve one’s ability to practice adaptive selling if a
causal relationship can be shown between adaptiveness and performance. Support for the
relationship between adaptiveness and sales performance has been established.

POST-SCRBPT
The study o f what differentiates successful salespeople from unsuccessful ones has
been extensive.

The volume of research has produced inconclusive and inconsistent
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results. This does not mean that researchers should abandon the effort to develop a
greater understanding o f the precursors o f success and develop tools to improve the
selection and training o f sales representatives. The success o f many businesses hinges
upon the effectiveness o f their sales forces.

The amount o f money expended on

recruitment, selection, and training is substantial. Therefore, any improvement in this
process can have a significant impact on a corporation’s bottom line. So, with almost
endless possibilities, the search for more reliable and valid predictors of sales success
continues.
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OLD DOMINION U N IV E R S IT Y
D epartm ent of M arketing
College of Business an d P ublic A dm inistration
G rad u a te School of Business and P ublic A dm inistration
N orfolk, Virginia 23529-0220
804-683-3557

-A
.

frlE S SAGE

ABOUT

THIS

SURVEY

First, let me thank you for your participation in this
marketing research study.
I am a doctoral candidate in the
Department of Marketing at Old Dominion University.
The
information that you provide will
be used solely for my
dissertation research. The envelope attached is for you to enclose
your completed survey in before giving it to your agency manager
TO ASSURE YOU OF COMPLETE ANONYMITY.
It is imperative that you
complete ALL questions including demographic information (the final
section) in order for your survey to be included in the data
analysis.
As a token of my appreciation for your participation, I am
sponsoring a raffle with cash prizes totaling $500.00 (top prize
is $250), which will be conducted by the Tidewater Association of
Realtors. When you have completed every question, please put your
name, agency, and telephone number on the attached index card to
include you in a raffle. The prizes will be drawn at a TAR meeting
at the conclusion of the study.

PLEASE ACCEPT MY
COMPLETE THE SURVEY.

SINCERE

THANKS

FOR

TAKING

YOUR

TIME
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TO

REAL ESTATE SURVEY

SECTION I
For the statements in this section, please think about your own approach to real estate sales and about how you relate to your
clients and customers. Read each statement carefully. Then indicate the extent to which you agree or disagree with it by
circling the number at the end of each sentence. The numbers and their meaning are indicated below.
If you disagree strongly, circle 1
If you disagree somewhat, circle 2
If you disagree slightly, circle 3
If you neither agree nor disagree, circle 4

If you agree slightly, circle 5
If you agree somewhat, circle 6
If you agree strongly, circle 7

First impressions are usually b est. Give your opinion on every statement If you find the numbers do not adequately
indicate your own opinion, use the one which is closest to the way you feel.
Strongly
Disagree

Strongly
Agree

Each client/customer requires a unique approach.

2

3

4

5

6

When I feel that my sales approach is not working, I can easily
change to another approach.

2

3

4.

5

6

I like to experiment with different sales approaches.

2

3

4

5

6

I am very flexible in the selling approach I use.

2

3

4

5

6

I feel that most buyers can be dealt with in pretty much the same manner.

2

3

4

5

6

I don't change my approach from one client/customer to another.

2

3

4

5

6

I can easily use a wide variety of selling approaches.

2

3

4

5

6

I use a set sales approach.

2

3

4

5

6

It is easy for me to modify my sales presentation if the situation calls for it.

2

3

4

5

6

Basically I use the same approach with most clients/customers.

2

3

4

5

6

I am very sensitive to the needs of my clients/customers.

2

3

4

5

6

I find it difficult to adapt my presentation style to certain buyers.

2

3

4

5

6

I vary my sales style from situation to situation.

2

3

4

5

6

I try to understand how one client/customer differs from another.

2

3

4

5

6

I feel confident that I can effectively change my planned
presentation when necessary.

2

3

4

5

6

I treat all my buyers pretty much the same.

2

3

4

5

6
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SECTION II
Listed below are a number of statements which represent commonly held opinions. There are no right or wrong answers.
You will probably disagree with some of the statements and agree with others. We are interested in the extent to which you
agree or disagree with such matters of opinion.
Read each statement carefully. Then indicate the extent to which you agree or disagree by circling the number at the end of
each statement. The numbers and their meaning are indicated below.
If you disagree strongly, circle I

If you agree slightly, circle 4

If you disagree somewhat, circle 2

If you agree somewhat, circle 5

If you disagree slightly, circle 3

If you agree strongly, circle 6

First impressions are usually best. Read each statement, decide if you agree or disagree and the strength of your opinion, and
then circle the appropriate number at the end-of the statement Give your opinion on every statement.
If you find the numbers do not adequately indicate your own opinion, use the one which is closest to the way you feel.
Strongly
Disagree

Strongly
Agree

All in all, it is better to be humble and honest than to be important and dishonest.

4

6

I can only argue for ideas which I already believe.

4

6

It is hard to get ahead without cutting comers here and there.
At parties and social gatherings, I do not attempt to do or say things that
others will like.

2

3

4

5

6

Generally speaking, people won’t work hard unless they’re forced to do so.

2

3

4

5

6

I find it hard to imitate the behavior of other people.

2

3

4

5

6

Bamum was wrong when he said there’s a sucker bom every minute.

2

3

4

5

6

I can make impromptu speeches even on topics about which I have almost
no information.

2

3

4

5

6

Never tell anyone the real reason you did something unless it is useful to do so.

2

3

4

5

6

In a group of people I am rarely the center of attention.

2

3

4

5

6

When you ask someone to do something for you, it is best to give the real reason
for wanting it rather than giving reasons which carry more weight.

2

3

4

5

6

I guess I put on a show to impress or entertain others.

2

3

4

5

6

People suffering from incurable diseases should have the choice of being put
painlessly to death.

2

3

6

I may deceive people by being friendly when I really dislike them.

2

3

6
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S tro n g iy

S trongly

D isa g re e

A gree

I would probably make a good actor.

2

3

4

5

6

One should take action only when sure it is morally right.

2

3

4

5

6

In different situations and with different people, I often act like very
different persons.

2

3

4

5

6

I can look anyone in the eye and tell a lie with a straight face (if for a right end).

2

3

4

5

6

Anyone who completely trusts anyone else is asking for trouble.

2

3

4

5

6

I am not particularly good at making other people like me.

2

3

4

5

6

It is safest to assume that all people have a vicious streak and it will come out
when they are given a chance.

2

3

4

5

6

I’m not always the person I appear to be.

2

3

4

5

6

Most people are brave.

2

3

4

5

6

I would not change my opinions (or the way I do things) in order to please

2

3

4

5

6

Honesty is the best policy in all cases.

2

3

4

5

6

I have considered being an entertainer.

2

3

4

5

6

It is wise to flatter important people.

2

3

4

5

6

I have never been good at games like charades or improvisational acting.

2

3

4

5

6

There is no excuse for lying to someone else.

2

3

4

5

6

I have trouble changing my behavior to suit different people and
different situations.

2

3

4

5

6

It is possible to be good in all respects.

2

3

4

5

6

Most people are basically good and kind.

2

3

4

5

6

At a party I let others keep the jokes and stories going.

2

3

4

5

6

The biggest difference between most criminals and other people is that the
criminals are stupid enough to get caught.

3

4

5

6

1 feel a bit awkward in public ana do not show up quite as well as I should.

3

4

5

6

The best way to handle people is to tell them what they want to hear.

3

4

5

6

Most people who get ahead in the world lead clean, moral lives.

3

4

5

6

Most people forget more easily the death of a parent than the loss of their property.

3

4

5

6
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SE C T IO N III
Finally, please provide some information about yourself and your real estate career. This information will be used for
research purposes only and will not be used to identify you in any way.

.years.

How many years have you been selling real estate?
How many years have you been with your present firm?

____

.years.

Do you presently sell real estate full time________ or part tim e.
Arc you in new sales________or resales________ ?
Did you achieve Million Dollar Club status in 1993?

N o__

Yes.

Which award?

If yes, indicate how many years at each level of achievement prior to 1993:
Bronze Award ________

Silver Award

What was your personal total sales volume for 1993?

How many transaction sides did you close in 1993?

Gold Award
For 1992?.

In 1992?

What was your personal income from real estate sales only for the last two years? (Write an “X" in the appropriate spaces.)
1992

1993
Less than $15,000

Less than $15,000

SIS.OOO to $29,999

$15,000 to $29,999

$30,000 to $44,999

$30,000 to $44,999

$45,000 to $59,999

$45,000 to $59,999

$60,000 to $74,999

$60,000 to $74,999

$75,000 to $89,999

$75,000 to $89,999

$90,000 to $104,999

$90,000 to $104,999

$105,000 or more

$105,000 or more

Is real estate currently the primary source of income for your household? Yes.

No.

How many agents presently work for the agency with which you are associated?

agents.

Please list any other professional designations, awards or certification: _______
Education: Please check the highest education level achieved:
Some high school

________

High school graduate ________
Age:

Some college

Graduate work

College degree

Graduate degree
Gender:

1 8 -2 4

3 5 -4 9

Female

2 5 -3 4

5 0 -6 4

Male

65+
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TAR NEWSLETTER ANNOUNCEMENT

8

•

Jan u ary 1994

•

T idew ater REALTOR®

New research will identify
characteristics of successful
real estate agents
TAR is cooperating with Dianne
Eppler, a doctoral student in marketing
at Old Dominion University, to identify
personality characteristics that relate to
success in real estate sales professionals.
Ms. Eppler is conducting the research to
complete her doctoral dissertation.
Ms. Eppler will be contacting brokers
to solicit cooperation in collecting data
for this study. Companies will be selected
randomly and each agent in the par
ticipating office will be requested to

answer a questionnaire that will take 1015 minutes to complete. Complete
anonymity for agents and companies is
assured.
Each agent that finishes a question
naire will be entered in a drawing for a
S250 cash prize. A summary report will be
provided to participating brokers.
This research will be of great interest
and value to our industry. TAR urges
you to- cooperate as much as your
schedule will allow.
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PRE-NOTIFICATION LETTER FROM TAR
P. 01

m
L a

TIDEWATER ASSOCIATION
OF REALTORS! INC.

REALTOR*

222 Mustang Trail. Virginia Beach. Virginia 23452 (804)340-9700 FAX: (804) 463-6746

March 23,1994

brokers per list

Dear

:

TAR is cooperating in research to identify characteristics of successful real estate agents. Your
assistance in data collection is requested.
Old Dominion University graduate student Dianne Eppler is conducting the project for her doctoral
thesis. Results of the research will be shared with participants.
Your firm was chosen at random from the TAR-tnembership list Ms. Eppler will be contacting
you soon to solicit your participation. She will explain the process and time requirements.
Essentially, she is requesting a block of time at one of your sales/office meetings.
We hope you will allocate the time to further this research. It could prove very interesting and
helpful to our agent selection process.
Sincerely,

Darlene M. Lamb CRB CRS CiKl
President
evptc/misc/epplwcavn
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